For Reference 


‘NOT TO BE. TAKEN FROM THIS ROOM 


Gx pais 
UNIOMASITATIS 
ABERTAEDSIS 


ee 
. - J 
~ ef 
bea 
ms wae jae 
4 = = > 
4 * 
a 
"dl ! 
—_ 
= i 
7 - 
~ 
% 
_ = a ° 
oa - j 
» - 7 =% « 
an i 
< € 


THE UNIVERSITY OF ALBERTA 


THE RELATIONSHIP AMONGST STRUCTURAL, CONTEXTUAL 


AND JOB SATISFACTION CHARACTERISTICS 


by 


CG) R. E. ARMIT 


A THESIS 
SUBMITTED TO THE FACULTY OF GRADUATE STUDIES AND RESEARCH 
IN PARTIAL FULFILMENT OF THE REQUIREMENT FOR THE DEGREE OF 


MASTER OF BUSINESS ADMINISTRATION 


' FACULTY OF BUSINESS ADMINISTRATION AND COMMERCE 


EDMONTON, ALBERTA 


FALL, 2977 


% 
i 
“ 
9 
’ K 
® 
oo 
: / 
; 
# 
J * 


ee 
* 
”® 
{ 
“a 
4 
- 
x4 
a 
' 
-# 
. 
» 
“> 
y 
' 
at 
is 
& 
r 
54 
* 
‘ 
-— 
' 
| 
7) 
‘ 
a) 
q 
— 


ABSTRACT 


The present project accords attention to relationship amongst 
structural, contextual and job satisfaction characteristics in industrial 
organizations. Structural characteristics include role definition, job 
change and group cohesion. Contextual characteristics include job routine 
and job uncertainty. Central to the paper is the proposition that jobs 
may be viewed not simply in terms of routine or of uncertainty, but that 
jobs hold some routine and some uncertainty as part of their technological 
composition. The tie between job routine and job satisfaction is pursued 
in some detail. In particular, the general negative association between 
these characteristics is found to be most distinct in the context of 
high job routine, and no systematic relationship prevails at low job 
routine. Further, the general positive association between job uncertainty 
and job satisfaction emerges in the context of medium job routine. Based 
on these findings and on a discriminant analysis of low, medium and high 
job satisfaction groups, it appears from this study that some routine is 
necessary for job satisfaction to be achieved in the work place, although 
relatively high levels of routine are associated with low levels of 
satisfaction. Further, the combination of routine, uncertainty and 
satisfaction emerges in discriminating amongst different types of 
organizations. In total, the analysis suggests a general reduction in 
levels of routinization in the work place is not necessarily associated 


with increased job satisfaction. Perhaps what is required is a proper 


; aoe , ; ee Alege 
balance of routine and uncertainty in the organization within the essentiai 


technology of jobs as a setting which fosters job satisfaction. 
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SUMMARY FINDINGS: A COMMENT ON ROUTINIZATION AND JOB SATISFACTION 


The purpose of this report is to explore remrentas ve amongst 
structural, contextual and job satisfaction characteristics in industrial 
organizations. Conceptually, structural characteristics represent 
patterned relationships which exist in organizations through time and 
include organizational qualities as role definition, job change and 
group cohesion. Contextual characteristics represent the setting within 
which structure develops, and include qualities of the jobs as routine 
and uncertainty. Job satisfaction represents a performance outcome of 
activity within the work place, and is the sole performance characteristic 
included in the present study. The six organizational characteristics 
are empirically derived dimensions of organizational activity which fall 
out of the application of factor analysis to 26 role perception variables 
included in the Canadian Attitude Survey conducted in 1969-70. The 
sample in the original survey was 621 upper-mobile middle managers 
working in numerous organizations in Edmonton, Alberta, and participating 
in the Management Development Program, University of Alberta. While 
factor analysis using orthogonal techniques results in mutually exclusive 
factors, many of the characteristics derived from the principal variable 
groupings in the factors in the present study lack orthogonality, and a 
major portion of the project is directed to explaining the systematic 
underlying relationships which prevail in the data. Analysis is then 
extended through correlation techniques and dveteiminane analysis to a 
more in depth study of relationships amongst the characteristics including 


a comparative analysis of different types of work organizations based on 
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the characteristics in focus. 

The major area of attention in the project rests in the notion of 
job routine in the work place, and the tie between job ane and job 
Be takict ion: Many organizations seek to avail themselves of the 
efficiencies of specialization of labour and requisite role behavior 
(Kahn et al., 1964; Perrow, 1970; Blau, 1974). Often this results in a 
certain routinization of work in the organization, and it may be argued 
that an orientation of management is the routinization of activity in 
the work place (Perrow, 1970). At the same time, there is a prevalent 
opinion that job routine is associated with low job satisfaction amongst 
job holders as a central tendency. (Sayles and Strauss, 1966; Katz and 
Kahn, 1967; Davis, 1971 (a); Hackman and Lawler, 1971). Further, it 
appears that job satisfaction bears directly on the general level of 
physical and mental health of the population as a whole (cf. Work in 
America), and declining or reduced levels of job satisfaction are 
associated with lower levels of health. t is therefore important to 
expand the grasp of the essence of routinization of work in organizations 
and to more fully examine relationships between job routine and job 
satisfaction, particularly with the ostensible incompatibility of routine 
and satisfaction and the deleterious effects of declining job satisfaction. 

Job routine essentially represents a standardization of job 
technology. Many studies appear to contrast job routine to job uncertainty 
(cf. Hickson et al., 1971), and most often job routine is measured on one 
scale (Inkson et al., 1970; Aiken and Hage, 1968). Central to the 
present project is the proposition that jobs may be viewed not simply in 
terms of routine or in terms of uncertainty, but that jobs hold some 


routine and some uncertainty as part of their technological composition. 
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It is true that the characteristics are a contrast to one another, 

and are in negative association across the respondent group, but it is 
also true that they are separate empirically derived Sie aovedee ties of 
jobs. Job uncertainty in the present study represents the prevalence of 
new problems or unforseen matters arising in the job and a constant 
switching between things which together or periodically require fresh 
knowledge or new skills. Together job routine and job uncertainty provide 
a view of the technology of jobs,a key dimension of the context within 
which structure is developed. 

The division of job technology into two characteristics is not un- 
expected. A number of writers have developed frameworks of organizational 
activity which demonstrate how complicated job technology is in practice 
(March and Simon, 1958; Perrow, 1970; Cooper, 1972; Scott, 1975). It is 
thus not surprising that certain aspects of the technology may fall out as 
separate factors in a factor analysis of technological variables. This 
perhaps compares in a broad sense to the division of the work environment 
into hygiene and motivating factors as they relate to job satisfaction 
and dissatisfaction (Herzberg, 1966), and to the division of bureaucratic 
traits into sets of mutually exclusive rather than interrelated 
characteristics (Udy, 1959; Stinchcombe, 1959; Pugh et al., 1968). 

The present study indicates that job routine is simply too complex to 
reduce to one dimension, and the elements of routine and uncertainty both 
emerge as separate contextual characteristics. 

Three structural characteristics in the study are role definition, 
These characteristics prove to be 


job change and group cohesion. 


relatively independent dimensions of structure, with only a slight 


negative tie emerging between role definition and job change. This 
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independence amongst structural characteristics suggests they are free- 
floating of one another, and management may be in a position to deal with 
them as separate dimensions. At the same time, however, ao nes and 
structure have close ties. Over the respondent population, job routine 
and a decicirion are in general association with one another, and 
similarly, job uncertainty and job change are linked together. It 

appears likely that job routine facilitates role definition and job 
uncertainty perhaps necessitates job change, although other considerations 
must be weighed. 

Job routine is negatively associated with job satisfaction and the 
two characteristics are not orthogonal. This is not unexpected, and falls 
in line with the general theory. The present study shows, however, that 
the negative correlation does not prevail throughout the span of job 
routine. When job routine is split into high, medium and low levels of 
routine, the negative association between job routine and job satisfaction 
is particularly distinct at high job routine, and no systematic association 
between job routine and job satisfaction emerges at low job routine. 

This suggests that a reduction in the general salience of routine 
eliminates the negative tie between routine and Sacisftaction. «lt does 
not, however, create a positive tie between routine and satisfaction. 


Attention turns, then, to a monitor of the associations between job 


uncertainty and job satisfaction. The general correlation between job 


uncertainty and job satisfaction is positive. Through the span of 


high, medium and low job routine, however, this positive association is 


uncovered only at moderate levels of job routine. It therefore appears 


that job uncertainty and job satisfaction are positively associated in 


the context of moderate job routine. Overall, the findings suggest that 


job routine does not preclude job uncertainty as part of the job; that 
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job routine and job satisfaction are generally negatively or not at all 

associated; and that job uncertainty is generally positively associated 
with job satisfaction, but a measure of routine is necessary in the job 

before this positive association emerges. 

The ties between structure and job satisfaction also vary through 
the span of job routine. In the context of high job routine, role 
definition and job change are positively associated with job satisfaction. 
In the context of low job routine, group cohesion and to an extent, role 
definition are positively associated with job satisfaction. This suggests 
that persons respond favourably to job change when routine is high in 
jobs, and respond favourably to working with others, where possible in 
defined roles, when routine is low. 

The relationships amongst context, structure and job satisfaction 
are pursued in terms of a discriminant analysis of low, medium and high 
job satisfaction groups employing the five contextual and structural 
characteristics. One significant discriminant function Fane as a 
contrast between high job routine on one hand and high levels of role 
definition, group cohesion, job change, and, to an extent, job uncertainty 
on the other hand. The low level of job satisfaction rests with high 
values of job routine relative to other characteristics, moderate job 
satisfaction is somewhere in the middle and high levels of job satisfaction 


are found in the function representing a combination of relatively high 


values of the other four characteristics. Certain points are important 


to observe. Although job routine and role definition are positively 


associated in the study as a whole, in discriminating amongst job 


satisfaction groups, they split. It appears that persons respond 


negatively to routine in general, but positively to role definition. 


Perhaps persons favour a clear understanding of their role in the 
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organization. Further, previous information suggests that job uncertainty 
and job satisfaction are positively associated in the context of moderate 
job routine, and job routine expedites role definition. im this sense, 

it appears likely that although high job routine is associated with low 
job satisfaction, some routine and perhaps moderate routine is required 
for higher levels of job satisfaction to be achieved in a situation 
characterized by role definition and job uncertainty in association with 
group cohesion and job change. 

Using the organizational characteristics to discriminate amongst 
different types of work organizations based on charter-ownership-control 
leads to a new level of abstraction in terms of organizational dimensions, 
and a perspective on the comparative analysis of organizations. Of the 
six characteristics, group cohesion proves not to discriminate well 
amongst groups of organizations. The remaining five characteristics 
combined into two discriminant functions. Role structure represents a 
contrast between role definition and job change on one hand and all of job 
satisfaction, job uncertainty and job routine on the other hand. The 
peculiar combination of the two contextual characteristics with job 
satisfaction as one part of the function is in line with the general 
argument in the project that some routine and some uncertainty are party 
to job satisfaction. Routine task variety represents a weighted average 
of all five characteristics. In this combination job routine and role 
definition provide an element of routine and structure to the setting, 
while job change and job uncertainty provide variety. Organizations 
scoring high on routine task variety tend to have routinized technologies 
in tandem with uncertainty and change, a combination which includes job 


satisfaction. Seven types of organizations are compared in terms of the 
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two discriminant functions. Branch plants and local firms with hired 
Management measure high on role structure and high on routine task 
variety. The muncipal and federal governments measure high on role 
structure and low on routine task variety. Owner-managed firms and the 
provincial government measure low on role structure and low on routine 
task variety. Entrepreneurs measure low on role structure and high on 
routine task variety. Differences may be explained in terms of managerial 
preferences, existing charters and the relative magnitudes of uncertainty 
and routine in evidence. 

From the present study it appears that job technology is a complex 
phenomenon which may be difficult to reduce to one dimension. Two 
technological constructs emerged in this project: job routine and job 
uncertainty. The nature of these characteristics likely varies across 
different respondent populations, but it should not be unexpected to find 
similar partitions in other groups, and Pegeieilariy managerial, profess- 
ional and technical groups involved in complex matters. It appears in 
these settings that persons like some routine and some uncertainty as 


part of the job they are performing. Decreasing routine does not 


necessarily increase satisfaction. What appears to be workable is the 


introduction of uncertainty to match with moderate routine as a measure 


to generate job satisfaction. Further, the introduction of moderate 


routine into highly uncertain situations appears to be effective in this 


same way, although routine is not associated with job satisfaction at 


any level of uncertainty. Routinization and job satisfaction are not 


mutually exclusive to one another. Uncertainty and job satisfaction are 


generally positively interrelated, but it appears that some routine is 


necessary for this relationship to emerge. The construct of routine task 


variety as formulated in the present paper is based on this notion, and 
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proves to be a valuable means of discriminating amongst organizations. 
Job change in highly routinized settings also is associated with job 
satisfaction. | 

The societal dynamics amongst broad sectors suggests that outcomes 
of the work place affect a person's roles elsewhere in life (Kahn etal. 
1964). In particular, job satisfaction is linked to the state of 
physical and mental health of persons, and appears incompatible with job 
routinization, a basic orientation of management. The present project 
suggests that this proposition is not entirely true. It appears that some 
routine is indeed necessary for job satisfaction to be achieved. Perhaps 
what is required is a proper balance of routine and uncertainty in the 
work place within the essential technology of jobs as a setting which 
fosters job satisfaction. In highly routinized jobs, structural job 
change is associated with increasing job satisfaction and possibly 


warrants consideration as a means of raising levels of worker satisfaction 


in this context. 
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. CHAPTER I 
PROJECT INTRODUCTION AND A DISCUSSION OF 
ORGANIZATIONAL THEORY AND ORGANIZATIONAL RESEARCH INVOLVING 
STRUCTURAL, CONTEXTUAL AND PERFORMANCE CHARACTERISTICS WITH 
SPECIAL ATTENTION TO JOB SATISFACTION AS A 


PERFORMANCE CHARACTERISTIC 


A. PROJECT INTRODUCTION 


The present study represents a form of organizational research in 
which structural, contextual and performance characteristics of work 
organizations are examined within the research design. The first 
chapter of the report essentially provides an overview of structure, 
context and performance in terms of organizational theory. Since job 
satisfaction is singled out as the sole performance characteristic 
given accord in the empirical body of the study, particular attention 
is given to job satisfaction in the first chapter as it relates to 
background information and detail. Research methodology and a discus-— 
sion of the specific organization characteristics included in the 
present project are the focus of Chapter II. Fundamental relationships 
between organizational characteristics as reflected in zero order cor- 
relation coefficients are examined in Chapter III, and higher order 
relationships are studied in Chapter IV. A more in-depth analysis of 
job satisfaction is provided in Chapter V. The final chapter involves 


a comparable analysis of organizational characteristics amongst different 


types of work organizations. 
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B ORGANIZATIONAL THEORY, WORK ORGANIZATIONS AND PERSONS IN WORK 
DL AND PERSONS IN WORK 


ORGANIZATIONS 


Organizations may be defined in different ways. Barnard (1938) 
argues that a formal organization represents "a system of consciously 
coordinated activities or forces of two or more persons’ ) (oerel) 
Introducing the idea of objectives more directly, it may be said that 
"organizations are social units (or human groupings) deliberately 
constructed and reconstructed to seek specific goals” (Etzioni, 1964, 

p. 3) or alternately and similarly, an organization may be denoted as 

a "collective effort ... explicitly organized for specific ends" (Blau 
and Scott, 1962, p. 223). The importance of explicit ends is fundamental 
to the definition of organizations. "Primacy of orientation to the 
attainment of a specific goal is used as a defining characteristic of an 
organization which distinguishes it from other types of social systems." 
(Parsons, 1956, p. 33; emphasis removed). 

Pugh's (1966) definition of organizational theory represents a 
logical extension of the basis of organizations. "Organizational theory’ 
is the study of the structure and functioning of organizations and the 
behavior of groups and individuals within them." (p. 235). Thus, as a 
field of inquiry and analysis, organizational theory embraces the exam- 
ination of formal arrangements developed by persons in order to seek and 
(preferably) attain certain ends. Further, it embraces all activity 
within the formal arrangements, including formal and informal activity 
undertaken by persons, both individually and with others as parts of 
groups. Although the orientation of the study of organizations is ref- 
erenced as theoretical in nature, the current state-of-the-art is perhaps 


more exploratory and descriptive in its research direction. Hall (1972) 
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argues, for example, that "the field of organizations does not have a 
theory, or even a set of theories, in the sense of empirically $eCitica 
propositions that are logically linked. We do have a number of perspec- 
tives or conceptualizations that are becoming rcceneinge crystallized 
and increasingly based upon previous research." (p. 14). A step towards 
a theory of organizations is offered by Blau (1974) in his examination 
of differentiation in organizations, a demonstration of how a theory can 
emerge from the findings of cumulative exploratory and descriptive re- 
Search 

Industrial or work organizations represent a central focus for 
organizational theory. This is appropriate since industry is a vital 
component of western society as the nub of its economy, participation 
in industry is a major activity of many of the persons in society, and 
industry affects society at large and its individual members directly 
or indirectly. One way of viewing industrial organizations is to con- 
sider them as the fourth factor of production, supplementing the econo- 
mists’ basic schema of land, labour and capital, and serving as a 
vehicle to combine these latter factors together towards productive ends 
(cf. Parsons, 1956). They include manufacturers, construction firms, 
utility plants, commercial establishments, financial operations and 
government bureaux by way of example. A major goal of industrial organ- 
izations is the development of a product of value or the provision of a 
service within the scope of its activity (Kahn et al., 1964) typically 
within a market economy. 

Persons are involved in industrial organizations as part of their 
"A work organization is simply an explicit system for 


format of action. 


organizing the work of many persons in a common enterprise.” (Blau, 1974, 
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P- 338). Persons typically occupy positions and perform roles within 
the organization (cf. Kahn et al., 1964). This is the nature of the 
world of work. The positions that persons occupy may well vary within 
and amongst organizations in a number of ways. Some of these areas are 
apparent in the research of Hall et al. (1967) as reported in Hall (1972) 
with respect to organizational size, complexity and formalization. 
Positions may vary in terms of how concrete the description of the job 
is and whether or not the position has a written job description; how 
formalized authority lines are and whether or not authority lines are 
connoted in writing; how much emphasis is placed on written communica- 
tions and established lines of communication; the extent of written 
rules, and the existence and nature of penalties for deviation from 
rules; and the availability of positional orientation sessions and 
training programs (pp. 117-118). The variation in these and other po- 
sitional characteristics, the correlates of positional sets, and the 
qualities of positions in industrial organizations provides an important 
field of organizational study. 

Positions and parts of organizations are formulated largely with 
organizational production or performance in mind. The industrial organ- 
ization is portrayed as more productive or efficient and effective when 
it avails itself of the notion of specialization of labour and employs 
the concept optimally in its operation. Specialization or division of 
labour amounts to certain persons doing certain things in the organiza- 
tion, while other persons attend to other duties, and to certain parts 


of the organization handling specific matters while other parts devote 


attention to other matters. To the organization concerned with taking 


full advantage of specialization of labour "there is a problem of 
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specialization among individual employees, and a problem of specializa- 
tion among organizational units" (March and Simon, 1958, p. 158). A 
complicated pattern of differentiation and integration of work activity 
thus develops in terms of individual positions and organizational parts. 
Positions (or offices) denote one aspect of the pattern of differentia-— 
tion. These include job titles as vice-president of marketing, clerk- 
typist, junior economist, welder, printer, shop foreman and their like 
Parts of the organization include functional areas as marketing, produc- 
tion, research, industrial relations and accounting. In terms of devel- 
oping a successful form of organizational design and coming to grips 
with the problems of specialization of labour in both areas of differen- 
tiation, it would appear "there is no reason to suppose that both sets 
of problems have the same answers or that the same principles apply to 
both” (ibid.). It is incumbent on the organization to arrange its posi- 
tions in such a manner that the job is accomplished efficiently and 
effectively, and it is equally important to arrange the functional areas 
in such a manner that the job is accomplished efficiently and effectively. 
Organization theory deals extensively with both aspects of differentia- 
tion and the attendant issue of proper integration of positions and parts 
into an operating whole. | 

A position in the organization may be viewed as having a series of 
preferred "activities" or "potential behaviors" (Kahn et al., 1964, p. 13). 
The incumbent to a position is expected to adhere to these guidelines. 
In one sense, "these activities constitute the role to be performed, at 


least approximately, by any person who occupies the office [position]” 


(ibid., emphasis removed). Thus, "by role, we mean the behavior expected 


from a person in a particular position” (Etzioni, 1964, p. 87f, emphasis 
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removed), although the concept of role has been interpreted in alterna- 
tive fashions (cf. Levinson, 1959) as discussed later in this section. 
Work is generally divided more or iess amongst specific positions in 
line with specialization of labour. A positional network develops with 
marked interdependence of the positions established as a key note to 
success. Activity may collapse or be tempered with any weak link in 

the chain. In this sense, "one of the great inherent needs of any 
organization is dependability of role performance" (Kahn et al., 1964, 
p- 5) by all members. Every person in the work organization occupying 

a position must handle certain responsibilities as an integral component 
in the pattern toward goal attainment for the firm. Clerk-typists are 
expected to type correspondence reaching their desk from administrative 
personnel. Production managers are expected to handle problems in the 
production line. Salesmen are expected to keep accounts open and so on. 
Any weak link in the operation affects overall performance. Thus "planned 
cooperative action is possible only if one can rely on a great deal of 
regularity of behavior on the part of all participants" (Crozier, 1965, 
Pee o0) 

Organizational parts must also be properly related in successful 
operations. Lawrence and Lorsch (1969) pursue this concept from the 
viewpoint of environmental relationships in great detail. Their research 
is concerned with the ties amongst individual positions in the organiza- 
tion initimate to functional areas and with the state of relationships 


amongst functional areas including the management of differentiated func- 


tional areas within organizations. "[The] division of labour among 


departments and the need for unified effort lead to a state of differen- 


tiation and integration within any organization." (p. 8). Chandler 
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(1962) examines differences between functional and divisional type 
operations in terms of the manner in which they divide their parts, 
and points out how large operations often move beyond functional 
alignments into compound functional systems characterized by new forms 
of integrating devices and resource networks. In both of these in- 
stances, it is apparent that differentiation and integration involve 
relationships amongst positions in the organization and that these 
relationships are affected by the manner in which the parts of the 
organization are constructed. The issues are separate but related to 
one another. Following March and Simon (1958) it appears wise to con- 
sider them separately and together. Conceptually the basis of differ- 
entiation and integration in organizations and the nature of organiza- 
tional positions and roles acquire more meaning within and following a 


consideration of organizational structure and context. 


Cc. ORGANIZATIONAL STRUCTURE 


The differentiation of organizations into positions and units and 
the integration of ete positions and units into a functional whole 
connotes organizational structure which may be defined as "the positions 
and parts of organizations and their systematic and relatively enduring 
relationships to each other" (Porter and Lawler, 1965, p. 303). Weber 
(1946, 1947) has offered a model of bureaucratic structure which has 
become a principal reference in the study of organizational structure, 
both theoretically (for example, Perrow, 1972) and empirically (Udy, 
1959; Stinchcombe, 1959; Hall, 1963; amongst others). Following Weber's 


(1946) characteristics of bureaucracy, there appear to be certain over- 
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riding qualities in the essential bureaucratic structure. The organiza- 
tion is initially divided into jurisdictions (cf. parts and positions) 
which have designated to them specific activities, official duties, 
appropriate rules and regulations and the requisite authority and 
wherewithal to perform. The general structure follows a hierarchy of 
offices governed by a principle of authority of official ranking within 
a system of "super- and subordination” (p. 18). Each office in turn is 
managed in accordance with the written record of the office which repre- 
sents the substance of the position or part. Activity by an incumbent 

to an office is based on the nature of the office and its documentation, 
as apart from the private life of the incumbent in his other societal 
roles. Further, the incumbent to an office must have the formal skill 
and training to conduct the affairs of the offices in line with its man- 
date and duties, and the incumbent must commit his time to fulfilling 

his responsibilities within the organization. The office itself that 

the incumbent fills has a series of rules to cover most situations 
encountered within its jurisdiction, and these rules must be learned 

and followed. Elsewhere within a discussion of rational legal authority, 
Weber (1947) points to additional traits of the model. The organization 
is viewed as a continuous entity. Individual persons working within the 
bureaucracy as officials do not own its assets, and are fully accountable 
for the deployment of organizational assets. This facilitates rational 
action, and according to Etzioni (1964) "keeps the officials’ bureau- 
cratic status from being infringed by the demands of his nonorganizational 
| The positions or offices, furthermore, fall within the 


statuses” <(p-94) ; 


discretion of the organization and not the incumbent. In this sense, 


“there is a complete absence of appropriation of his official position 
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by the incumbent" (Weber, 1947, p. 332). Both points perhaps underscore 
the importance of partition between management and worker, and position 
and worker. They do not, however, preclude ownership by workers or the 
idea of a cooperative Cem co) ye 

The persons who occupy positions in a bureaucracy are called offi- 
cials within Weber's (1946) model, and the terms of the position of the 
official are also addressed in certain detail. Foremost perhaps is the 
notion that the position represents a "vocation" to the official, requir- 
ing technical training and a sense of duty and obligation to the office. 
Personal ties are foreign to the pattern, "Modern loyalty is devoted to 
impersonal and functional purposes." (p. 20). The position occupied by 
an official provides that person with a degree of "social esteem" by 
virtue of its responsibilities and place in the hierarchy. Appointments 
within the hierarchy are made by persons in positions higher in the hier- 
archy. Tenure within the organization is typically assured for life. 
This serves to reinforce impersonal action. Persons are paid a salary 
commensurate with the position occupied, and are assured a pension based 
on hierarchical status. Officials are also offered a career in the 
organization, with promotion to successively more responsible positions 
in the hierarchy following from experience, ability and training within 
the bureaucracy. Overall, a certain stress is placed on dedication to 
official purpose within a clearly defined division of labour, emphasizing 
impersonal service, equity in reward systems and vertical mobility within 
the hierarchy. 

In studying the bureaucratic model, Udy (1959) pursues the qualities 
of bureaucracy as espoused by Weber in terms of a fundamental question: 


are bureaucratic characteristics attributes of organizational structure 
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or variables within the organization? Weber, Udy argues, saw the 
bureaucratic specifications as "concrete attributes" within the "ideal 
type” (p. 161) whereas they may more appropriately be viewed as inde- 
pendent variables or "categories in a classificatory scheme" (ibid.). 
Udy operationalized seven bureaucratic traits and gathered data on each 
from 150 organizations in 150 nonindustrial societies. One of his es- 
sential findings was that the seven traits divided into two groups of 
variables, which he termed "bureaucratic" and "rational" respectively. 
The bureaucratic group of characteristics included a hierarchy of auth- 
ority, an administrative staff for management of the operation and 
rewards based on hierarchical status. The rational organizational 
variables included the notion of limited objectives, the emphasis on 
performance in the organization, a segmental participation in the opera- 
tion, and compensatory rewards to members of the organization in return 
for participation. Variables were positively related within groups, 
while the groups were negatively correlated between one another. This 
research is important for at least two reasons. Firstly, it indicates 
that Weberian bureaucratic characteristics can be studied empirically. 
Secondly, it shows that bureaucratic characteristics may be viewed as 
variables, and that these characteristics as variables do not all cor- 
relate positively as Weber would suggest. Indeed "bureaucracy and 
rationality tend to be mutually inconsistent in the same formal organ- 
ization” (p. 166) according to Udy. 

Stinchcombe (1959) examined characteristics of the American con- 
struction and noah ian enriae industries using available administrative 
data (like Udy, 1959) to discern administrative characteristics. Stinch- 
combe argues that bureaucracy is not synonymous with rational administra- 


tion, but that rational administration may take on one of two types: 
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bureaucracy, as reflected in the mass producing industry, and profession- 
alization, as reflected in the construction industry. Common to both are 
the Weberian traits of stable jurisdictions, official Ficus, and authority. 
Present in bureaucracy but notably absent in professionalized bodies are 

job Se ciniiey . hierarchy of authority and communication files within the 
organization. "The central point of this analysis is that the components 

of Weber's ideal type do not form an inherently connected set of variables." 
(pie 487): 

Hall (1963), whose study was based in part on Udy (1959), opted to 
examine bureaucracy as a continuum. "The ideal type may be used as a 
yardstick enabling us to determine in which particular respect an organ- 
ization is bureaucratized." (p. 33). Six dimensions of bureaucracy were 
operationalized: division of labour, hierarchy of authority, rules, 
procedures, impersonality of interpersonal relations and technical qual- 
ifications for promotion. These dimensions were studied amongst employees 
in ten organizations, with employees’ perceptions of organizational qual- 
ities forming base input. Amongst the findings and conciusions of Hall 
are the following. Each dimension of the bureaucratic model was found 
to be a continuous rather than a dichotomous variable. Organizations 
varied on the degree to which each was bureaucratized. Certain evidence 
suggests, however, that organizations in the same industry may be bureau- 
cratized to the same degree. Organizational size and age were found to 
be insignificant factors in predicting the degree of bureaucracy within 
the organization. These two points, namely the nature of the industry 
in which a firm is operating and the qualities of organizational size 
and age, broach the notion of the context within which structure is set, 


a field of attention examined in a comprehensive fashion by Pugh et aks 
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(1969) and brought forward into this paper in the ensuing section. Hall 
also found that the dimension of technical qualifications did not fit well 
with the other dimensions studied. He suggests that nated qualifica- 
tions may be a rational group variable within the Udy framework, whereas 
the other five dimensions are bureaucratic. Overall, however, in the Hall 
study, the dimensions "existed independently in the form of continua [and] 
--. the magnitude of the dimensions varied independently in the organiza- 
tions studied" (p. 39). 

Subsequent research by Hall and Tittle (1966) was based on studying 
bureaucracy not as separate dimensions but es a total phenomenon. In 
producing a scale of bureaucracy, the technical qualifications dimension 
from Hali (1963) was dropped, and the other five dimensions were combined 
"to form a cumulative scale of bureaucracy" (p. 268). Data from twenty- 
five organizations were brought together, and studied against five areas 
of potential or hypothesized correlation. The findings are noteworthy 
within the scope of context and structure. It was found, for example, 
that size, a contextual variable, was generally positively related to 
the degree of bureaucratization "but exceptions are numerous enough to 
suggest that size alone is inadequate as a predictor of bureaucracy” 

(p. 270). This finding is somewhat at odds with Hall (1963) where size 
was found to be an insignificant factor in predicting bureaucratic dimen- 
sions. From this research, it appears that at least some ae ee 
exists between size and structure. The number of departments in an 
organization, a structural variable, was found to be associated in a 
minor, positive fashion with bureaucratization. Three other contextual 
variables were tested against bureaucratization. Only a slight relation- 


ship between the ease of assessing goal attainment and bureaucratization 
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was found, although it might be projected that ease of determining goals 
should be associated with "routinization and hureaucratization"™ (p. 271). 
Evidently, this projection is not supported, or éepidial inoale and oper- 
ant. goals (cf. Perrow, 1961) are not eaeinCds and may lead to different 
results. Official goals were studied in the Hall and Tittle research. 

It was further found that the more an organization was involved with 
objects rather than ideas as part of its activity framework, the more 

it was bureaucratized. Lastly, the more an organization was people- 
oriented, the less it was bureaucratized. This research shows certain 
important ties between context and structure in addition to providing a 
different vantage point for a consideration of bureaucracy and its roots. 
It is perhaps appropriate to note that with respect to the contextual 
variable of size, research conducted by Hall et al. (1967) as reported 

in Hall (1972) indicated that the relationship between size and structure 


"neither complexity nor formalization 


was not entirely clear, and that 
can be implied from organizational size" (p. 114). 

Pugh et al. (1968, 1969) took a different tack in their empirical 
examination of organizational structure. As a starting point (1968), 
they suggest that structure has six separate primary "dimensions": 
specialization, standardization, formalization, centralization, config- 
uration and flexibility. Specialization connotes division of labour or 
differentiation within the activity of the organization, "the distribution 
of official duties among a number of positions" (p. 447). Standardization 
relates to the prevalence of procedures in the organization that govern 
its operation. In this sense, a procedure is "an event which has regu- 


larity of occurrence and is legitimized by the organization” (p. 448). 


Formalization represents the extent to which duties and procedures are 
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‘ascribed in the organization, "the extent to which rules, procedures, 
instructions and communications are written" (ibid.). Centralization 
relates the level of influence within the erodai real hierarchy of 
positions, "the locus of authority to make decisions affecting the 
Peete (p..449). Configuration represents the framework of 
organizational positions, "the 'shape’ of the role structure" (pe A50)% 
Flexibility indicates structural amendment within the organization over 
time, or more simply, "changes in structure" (p. 444). 

The first five of these organizational dimensions, flexibility was 
excluded because of its inherent requirement for a longitudinal data 
frame, were operationalized, together with a measure of organizational 
traditionalism. Traditionalism represents the degree to which customs 
rather than rules govern organizational action, and was developed from a 
combination of items used in standardization and formalization. When 
standardization is high and formalization low, the organization was con- 
sidered to be more traditional, as distinct from bureaucratic, and relies 
on custom rather than written "files" (cf. Weber, 1946) for organizational 
understanding. In operationalizing all dimensions, scales of an objective 
nature were developed. This approach, as the authors note, varies from 
that of Hall (1963) and Aiken and Hage (1966) in the sense that the latter 
studies used "forced-choice responses of employees to subjective statements 
about work practices" (Pugh et al., 1968, p. 444). The Pugh et al. approach 
"avoids, or at least attempts to minimize, the employees' perceptions of 
their organization” (ibid.) at the possible cost of not uncovering "what 
‘really’ happens in the sense of behavior beyond that instituted in organ- 
izational forms” (ibid.). This important methodological difference is 
discussed more extensively in Appendix B of this project. For the study, 


data were collected from 52 work organizations in Birmingham, England. 
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Seales for the organizational dimensions were subjected to principal 
components analysis te derive “underlying™ dimensions of structure from 


the “primary" dimensions. Four underlying dimensions or "factors" were 


found in this procedure, and all are by definition mutually independent. 

1. Structuring of Activities. Structuring of activities measured 
high on standardization, specialization and formalization. It was thus 
interpreted to indicate "the degree to which the intended behavior of 
employees is overtly defined by task specialization, standard routines, 
and formal paper work" (Pugh et al., 1969, p. 63). The authors note that 
this factor hints at the notion of role specificity (Hickson, 1966), a 
subject which is dealt with in some detail later in this section. 

2. Concentration of Authority. This factor was marked by a contrast 
between centralization of authority and organizational autonomy. It was 
thus interpreted to measure “the degree to which authority for decisions 
rests in controlling units outside the organization and is centralized 
at the higher hierarchical levels within it" (Pugh et al., 1969, p. 64). 

3. Line Control of Workflow. This factor loaded on items of config- 
uration in the organization, and measured "the degree to which control is 


exercised by line personnel instead of through impersonal procedures" 


4. Relative Size of the Supportive Component. Configuration items 


were again the most significant in this facter which measured "the amount 
of activity auxiliary to the main workflow of the organization" (Pugh 
et al., 1968, p. 458) including "noncontrol supportive activities, such 
as clerical, transport, catering and others" (ibid.). 
The authors concluded in part that since these factors were independ- 


ent, and may thus vary independently within organizations, and since their 
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initial dimensions were drawn from bureaucratic iiterature, it was: evi- 
dent "that bureaucracy is not unitary, but that organizations may be 
bureaucratic in any of a number of ways" (ibid.). This eee de 
in line with the observations of Udy (1959), Stinchcombe (1959) and 
Hall (1963), as discussed earlier. The fact that these studies were 
based on data from different geographical areas of the WOLLG.sthateis 
England (Pugh et al.), 150 nonindustrialized countries (Udy), and the 
United States (Stinchcombe, Hall), provides an added depth to this con- 
sistency in research findings. 

Hage (1965), Aiken and Hage (1966, 1968) and Hage and Aiken C196 7a, 
b, 1969) distinguish four structural variables within organizations: 
complexity, centralization, formalization and stratification. The 
former three tend to be predominant in their research. Complexity 
represents specialization or division of labour in the organization, 
and includes items such as the level of professional training and ac- 
tivity, and the number of occupations in the operation (Aiken and Hage, 
1968). Centralization relates to the hierarchy of authority and member 
participation in decision-making (Aiken and Hage, 1966, 1968). Formal- 
ization refers to organizational standardization and includes items 
such as job codification, rule observation and job specificity (Aiken 
and Hage, 1966, 1968). The job specificity item was not included in 
the alienation study (1966). Stratification relates to the organiza- 
tional status system, and refers to prestige differences between posi- 
tions and mobility between positions in the organizational hierarchy 
(Hage, 1965). ae. ee. between these structural variables and 
the components of analysis senna etend previously suggests a certain 


commonality between researchers in their approach to structural research 


in organizations. 
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D. STRUCTURE IN THE CONTEXT OF THE ORGANIZATION 


Pugh et al. (1969) comprehensively examined the relationship between 
underlying dimensions of organizational structure, and the organizational 
context or "setting within which structure is developed" (p. 63). Three 
dimensions of structure were examined: structuring ‘of activities, cen-— 
tralization of authority and tine control of workflow: .Contextual vari- 
ables included the origin and history of the organization, its ownership 
and control, size, charter or goals, technology, geographic location(s), 
and dependence on other organizations including parent operations. A 
possible eighth contextual variable, resources, was not studied empiri- 
cally. Nor was the fourth underlying Aimension of structure, the rela- 
tive size of the supportive component. The authors suggested that the 
structure of an organization has important ties to its context, a prop- 


osition which was substantiated in their research findings. 


1. Structuring of Activities. This structural feature of organiza- 
tions was positively correlated with the size of the organization, the 

size of the parent organization, and the degree of workflow integration 
formulated within the operation's technology. The fact that size proved 
a reasonable predictor of the structuring of activities, but not of con- 


centration of authority nor of line control of workflow perhaps indicates 


that size has an impact on one dimension of structure but not structure 


in general nor all of its elements. 

2. Concentration of Authority. The concentration of authority in 
the organization was positively correlated with dependence on cther 
organizations, the number of operating sites and the size of the parent 
organization. It was negatively correlated with organizational age, 


operating diversity and workflow integration. It appears that "dependent 
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organizations have a more centralized authority structure and less auton- 
omy in decision-making; independent organizations have more autonomy and 
decentralize decisions down the hierarchy" (p. 86). eae with multiple 
outputs and selectivity in clients served, which amounts to operating 
diversity within charter, tended to be more decentralized. Similarly, 
operations high on workflow integration within their technology were 
more decentralized. It is remembered that high workflow integration led 
to high structuring of activities. This connotes a certain routineness 
to the operation, which was interpreted to permit decentralization of 
authority. "Because of the increasing control resulting directly from 
the workflow itself in an integrated technology, decisions tend to become 
more routine and can be decentralized." (p. 79). 

3. Line Control of Workflow. A line or "personal" control of work- 
flow was positively correlated with the number of operating sites and 
negatively correlated with operating variability and workflow integration. 
The negative correlations suggested that when operating variability within 
organizational charter and workflow integration within technology were 
high, line control of workflow was reduced and more impersonal controls 
were imposed. Variability in operations denotes the production of non- 
standard outputs, often consumer specified. It would seem that this 
variability took away line control of workflow. Similarly, the more 
integrated the technology, the less personal control was held at the 
line level. 

The authors stated as part of their findings that "size, technology, 
dependence, and location (number of sites) are critical in the prediction 
of the two major dimensions areien ring of activities, concentration of 


authority) of the structures of work organizations" (p. 89, emphasis 
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removed). It is evident that the charter of the organization reflected 
in operating variability and diversity was also a significant variable. 
Causal ties are not to be inferred from the research, although the 
authors admit the temptation; "in particular, that size, dependence, 
and the charter-technology-location nexus largely determine structure." 
(p. 90). The study, however, did not permit this type of categorical 
statement, nor was the directional relationship necessarily one way. 

It was obvious, however, that there are important associations between 
structure and context which warrant attention. 

It is perhaps not surprising that of all of the contextual variables 
included in the Pugh et al. paper, the lone variable to have a decided 
correlation with each aspect of structure was technology. As these auth- 
ors use the term, technology refers to "the sequence of physical tech- 
niques used upon the workflow of the organization, even if the physical 
techniques involve only pen, ink and paper” (p. 77). The operational 
definition, termed workflow integration, included items such as workflow 
rigidity, automaticity mode, automaticity range, interdependence of work- 
flow segments and specificity of criteria of quality evaluation. That 
the importance of technology as a correlate of structure is not surprising 
follows from the prominent position that technology is accorded in dis- 
cussions of organization structure, both in theory (Thompson, 1967; Perrow, 
1967, 1970) and in empirical research (Woodward, 1965; Burns and Stalker, 
EIGL) 

Thompson (1967) argues that "complex organizations are built to 
operate technologies which are found to be impossible or impractical for 
individuals to operate” (p. 15), and thus "clearly, technology is an 


. ° 4 . . 1? 
important variable in understanding the actions of complex organizations 
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‘(ibid.). He distinguishes three specific types of technologies. The 
long-linked technology is characterized by activities in an organization 
which follow one another and are interdependent. A Been Bares 
assembly line is offered as an example. The mediating technology is 
characterized as a joining or "linking" of parties as accomplished by 

a telephone company, bank or insurance company. The intensive technology 
employs methods appropriate "in order to achieve a change in some specific 
object" (p. 17) which is largely affected by "feedback from the object 
Peaete Cihid.) Hospitals are an example of intensive technology, with 
patients representing the objects of change. Thompson views the organ- 
ization as an open system with input and output activities binding it to 

a task environment (cf. Dill, 1958), and with technological activity in 
the operation representing the intermediate stage between input and output 
activity. The organization's bond with its task environment and the 
formation of an organizational domain (cf. Levine and White, 1961) are 
responsibilities of management and its "boundary-spanning units" (Thompson, 
1967, Chapter 6). The technical unit of the organization is "buffered" 
from environmental concerns as acquiring inputs and disposing of outputs 
(p. 20) and coping with environmental uncertainties. The structure of 

the organization in terms of human and capital resources is related 
chiefly to issues of interdependence and issues of coordination within 

the operation (Chapter 5). Interdependency of organizational parts and 
positions is "a function of both technology and task environment" (p. 57). 
The development of departments, hierarchy and special committees, task 
forces and project teams are largely determined by the technology and its 
task environment. Thompson views interdependency in terms of pooled, 


sequential or reciprocal ties between positions and parts; and coordination 
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in terms of standardization, plans and systems of mutual adjustment 
(Chapter 5). These divisions have technological roots in part. In 
addition, changes in the activity of a firm within its environment may 
have a natural. tie with the technology of the organization. Long-linked 
technological companies, for example, tend to expand by vertical integra- 
tion (p. 40); mediating technological operations, by adding to the popu- 
lations served (p. 42) and intensive technological organizations, by 
subsuming the object which is their focus (p. 43). Examples of each are 
integrated oil companies concerned with oil exploration, refining, dis- 
tribution and sale; insurance companies, with sales persons writing 
additional policies to spread risk amongst more units; and hospitals 
increasing their in-patient programs. 

Positions or jobs in the organization have a technological undertone. 
Persons entering an organization enter into a "contract" which "defines 
what is expected of individuals in terms of jobs needed to be done, and 
it defines the rewards which the organization pledges for the appropriate 

| 
performance of such jobs" (p. 106). The requirements of a job may be 
amended periodically "to meet the changing dictates of technology and task 
environment" (ibid.). Jobs may vary in a number of ways as they relate 
to an individual's career development. These include offering the oppor-~ 
tunity to learn and move vertically in the operation, offering visibility, 
and offering exposure to assessment by others (pp. 107-108). Perhaps less 
standardized, more nonroutine jobs are preferable for allowing these qual- 
ities to unfold. Even boundary-spanning jobs which are typically asso- 
ciated with less routine because of environmental uncertainties cannot 


be assumed to hold these characteristics. When an organization's task 


environment is relatively homogeneous and stable, the boundary-spanning 
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jobs can be routinized (p. 111). Thus much depends on the nature of the 
environment in which the firm operates. More generally, the fact that 
organizations seek certainty in member behavior suggests that where pos- 
sible they standardize jobs as a means to this end. For a number of 
reasons "jobs in long-linked technologies and in the protected portions 
of mediating technologies are highly standardized and repetitive" (p. 108). 
Intensive technologies are tied more to specialized skills, peer standards 
and peer association as in the crafts and professions (pp. 112-113). 
Organizational imposition is perhaps mitigated by peer relationships. 
Managers in all technologies occupy a group unto themselves, and are 
typically nonstandardized (p. 115). Thus the basic argument of Thompson 
can be viewed in this framework: "that technologies and environments are 
basic sources of uncertainty for organizations" (p. 1) and "that organiza- 
tions cope with uncertainty by creating certain parts specifically to 
deal with it, specializing other parts in operating under conditions of 
certainty, or near certainty’ (p. 13). 

Perrow (1967, 1970) argues that technology is a key differentiating 
factor in the comparative analysis of organizations (1967). Technology 
is defined as "the actions that an individual performs upon an object, 
with -otrewithout .the-aid. of tools or mechanical devices, in order to make 
some change in that object" (1967, p. 271). Perrow's concept of tech- 
nology relates to all activities of the firm. "Some technology is re- 
quired, not only in the actual production process, but also for procuring 
the input of materials, capital, and labour and disposing of the output 
to some other ee A consumer, and/or coordinating the three 


"functions' of 'phases' of input-transformation-output." (1970, p. Te 
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For the individual in a job, Perrow suggests that there are two 
essential technological variables: the number of exceptions confronted 
as part of the work program, and the degree to which pada procedures" 
for the proper handling of job encounters are "analyzable". These vari- 
ables represent essentially a stimulus-response type situation. The job 
has certain characteristic requirements or stimuli in it which may or may 
not have a large number of exceptional, unusual or irregular occurrences. 
When a requirement for action is presented in the job, the incumbent must 
"decide what kind of a response to make" (1970, p. 76). If there are pro- 
cedures which are generally known on how the requirement for action should 
be handled, Perrow suggests that this indicates an "analyzable search" 
type technology. When the procedures are not well known and elements of 
judgment and innovation are called for, the situation represents unanal- 
yzable search behavior. These two variables, specifically the number of 
exceptions in the job and the degree of analyzable search available, 
provide the essence of a technology matrix of jobs in general (V9705" pre ye 
One way of looking at job stimuli is to consider them as the raw material 
of the job (1970, p. 76), and the incidence of exceptions in the raw 
material may be termed raw material variability. When search behavior 
is rather well known, be there few or many exceptions in the raw material, 
this behavior can be viewed as standardized. In this sense, standardized 
and Perrow's term "analyzable"” are synonymous. 

Routine technologies are defined as having few exceptions in raw 
material and a standardized search behavior. Nonroutine technologies 
are defined as having many exceptions in raw material and nonstandardized 
Search ionavion: Perrow SE Eee these two sets as the "bureaucratic and 


nonbureaucratic structures” respectively (1970, p. 78). Within the matrix, 
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however, two other prototypes are possible. A job may have few exceptions 
in raw material and an unanalyzable or Hone tnd ced search behavior, 
exemplified in the crafts. Alternatively, a job may have many exceptions 
in raw material but standardized search behavior, as in engineering work. 
Thus, four types of technological settings are envisaged. Bureaucracy 
viewed as a continuum (Hall, 1963) cuts one swath across the matrix. It 
does not reaidly encompass the entire map. Nor do the terms "routine" 
and "nonroutine". A job may be routine with respect to raw material 
input, but nonroutine with respect to search processes as in the crafts; 
or a job may be nonroutine in terms of raw material, but relatively routine 
in search processes as in engineering. 

Perrow then argues that organizations "Wwittingly or unwittingly attempt 
to maximize the congruence between their technology and their structure” 
(1970, p. 80). Operations with different ae settings may vary 
in terms of items like discretion, power, coordination within groups, 
interdependence of groups, and hierarchical level distinctions. To those 
who argue bureaucracy is inherently bad, Perrow points out that "for 
routine work, the bureaucratic structure may be both the most efficient 
and the most humane. Not all people prefer the hectic, open-ended and 
uncertain character of nonroutine tasks, not even top management." (1970, 
Diego) Le thie ts true, it may be ae some people like at least some 
routine in their work, and Perrow's model provides a valuable insight as 
to areas of routine and nonroutine. Craftsmen, for example, have some 
routine in their work: very little variation in their material input. 
Engineers also have some routine in their work: search processes that 
are standardized. Each group, however, also has a degree of nonroutine 
in the jobs. One of the ironies of research teams whose jobs are essen- 


tially nonroutine in nature is that part of their work often involves 
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studies "to generate ways of routinizing production and building better 
bureaucratic controls into organizations" (ibid.). 

In the discussion of technology and structure, particularly within 
the open system model, the division of an organization into separate 
parts has become more evident. There are, in fact, many functional areas 
in an organization, and one useful way of classifying structural systems 
in an operation is studying functions. Katz and Kahn (1967) coffer five 
subsystems of organizational structure: production, maintenance of 
working structure, boundary systems, adaptive systems and managerial sys- 
tems (p. 80). The production system is concerned with converting inputs 
to outputs in line with the goals of the company, and is associated with 
specialization of labour. The maintenance system handles the interface 
of job and the company's labour force, the notion of contract between 
worker and employer (Thompson, 1967). The dimension of structural, for- 
malization, the company remuneration plan, and training programs are part 
of the maintenance system. It might be argued that the production and 
maintenance systems comprise the technical core (ibid.) of the company. 

Boundary systems link the organization to its environment with 
respect to both input and output exchanges (c£. the open system model) 
and to acquiring acceptance within the environment (cfs Pernow,, 1.970% 
Chapter 4). The adaptive system is involved with planning and develop- 
ment activity to ensure that the company can remain viable over time. 
Adaptation as a quality is considered fundamental to units of the eco- 
nomic sector of society according to Parsons (1972. (Chapter 2)... The 


managerial system is responsible for overall coordination and conflict 


resolution within the organization. 
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One viable proposition which flows from a consideration of structure 
and technology points to the likelihood that certain parts of an mee 
ization may be highly structured or bureaucratized while eae parts may 
be less rigorously structured or nonbureaucratic in nature (cf. Perrow, 
1970, Chapter 3). Technology may provide the basis for the structure in 
evidence. Where the work is routinized, as in production perhaps, a 
bureaucratic network may prevail. Where the work is nonroutine, as in 
research, a nonbureaucratic structure may be found. Lawrence and Lorsch 
(1969) subscribe to this notion of internal differentiation of structure 
and the concurrent problem of appropriate integrating devices in their 
examination of organizations and their environment. It appears likely 
that environmental conditions bear directly on structure and technology 
to organizations in general and to specific parts, functional areas or 
units of the organization. In this sense, organizational theory relates 
to how bureaucratized an organization is as a whole (cf. Pugh, 1973), 
and to how bureaucratized specific units of the organization may be (cf. 
Lawrence and Lorsch, 1969). Both may be tied in turn to technological 
and environmental conditions. 

Viewing the overall nature of organizations and the principles of 
their design, Woodward (1965) in a widely cited study of administrative 
practice concluded that "while at first sight there seemed to be no link 
between organization and success, and no one best way of organizing a 
factory, it subsequently became apparent that there was a particular form 
of organization most appropriate to each technical situation" (p. 223 ve 
She discerned three types of production systems: unit and small batch, 
large batch and mass, and sed eee An example of each might be a company 
making a number of units of equipment according to customer specification; 


a company operating an assembly line producing standard equipment for the 
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general market place, and a company involved in the production of chemi- 
cals. The study unveiled systematic differences amongst these three 

types of production systems on a large number of structural variables. 

If the three systems are viewed as stages of technical advancement, some 
of the variables showed a direct relationship with advancement in tech- 
nology, others showed a curvilinear relationship. She found, for example, 
that the number of levels in line production departments was lowest in 
unit batch operations, somewhat higher in mass production outfits, and 
highest in process operations (p. 210). The span of control of the chief 
executive officer followed the same pattern. Specifically, the median 
number of persons reporting to the chief executive officer was four in 
unit batch, seven in mass production and ten in process operations (ibid.). 

There were also differences in the occupational composition of the 
production systems. The ratio of managers and supervisors to line per- 
sonnel tended to increase in moving from unit batch, to mass production, 
to process operations (pp. 212-213). The most qualified managers and 
supervisors were found in process operations (p. 214). The size of sup— 
port staff including clerical and administrative staff followed the same 
pattern as the managerial ratio (p. 217). A curvilinear trend appeared 
in the span of control of first line supervisors. The average number of 
persons controlled by the supervisor was found to be higher in mass pro- 
duction operations than in unit batch and process systems (p. 220). 

Roles also changed amongst production or technological settings. A 
system of "management by committee’ was more common in process operations 
than in the less complex unit batch and mass production outfits. Differ- 
ences in the positional impact and decision-making processes appeared. 


The draughtsman, for example, in the unit batch operation provided a main 
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link between product development and actual product manufacture. In the 
Saeco production system, this principal responsibility was tempered, and 
the draughtsman became a part of a more complicated coordinating system 
between product development and production (p. 221). 

Perhaps one of the main conclusions offered in the Woodward study 
is that there may be no one best way of organizing. This theme is also 
evident in the research findings of Burns and Stalker (1961) and Lawrence 
and Lorsch (1969). In examining organizations and change, Burns and 
Stalker discerned marked differences in organizational design and process 
between those companies operating in a relatively stable environment and 
those companies operating in a changing environment. These two groups 
were termed mechanistic and organic operations respectively, and in gen- 
eral, the former possessed a tighter, more bureaucratic-—like structure, 
while the latter tended to be looser and distinctly nonbureaucratic. 

The nature of the external environment is central to the "contingency 
theory" of organizations, a term advanced by Lawrence and Lorsch (1969). 
Their research included the study of companies "in industries with dif-. 
ferent rates of technological change” (p. 19) and "in industries in which 
the dominant demands seem to come from different sectors of the environ- 
ment" (p. 20). They found "that organizational variables are in complex 
interrelationship with one another and with conditions in the environment” 
(p. 157). The form of structure within production, marketing and research 
units in companies appeared to relate to the degree of certainty and the 
degree of diversity prevalent in their respective environments. The more 
these conditions varied amongst units, the greater the structural differ- 
ences amongst units. Ultimately, companies were faced with bringing the 


units together into a coordinated network, and it appeared that the means 
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chosen for integrating units and resolving conflicts provides an important 
aspect of how successful companies were in practice. In this sense, the 
organizations which were found to be most successful vareetie operations 
whose units were differentiated in line with environmental differences 
but integrated in an appropriate matter. Forms of integration varied 
with the degree of differentiation in structure. Of the high performance 
organizations, the plastics firm operating in a dynamic environment and 
characterized by high differentiation relied on an integrative department. 
The food organization with moderate differentiation used individual inte- 
grators. The container organization with relatively low differentiation 
employed direct managerial contact. Other integrating devices include 
cross-functional teams, hierarchical ties, and paper exchange networks 
(pp. 137-140). Perhaps a notable outcome of this research is the idea 
that some conflict between parts of an operation is inevitable, and that 
one distinguishing feature of successful companies is their ability to 
resolve conflict and integrate their parts. Hall (1972) argues in this 
manner. “Lawrence and Lorsch’s research ..«. has indicated: that conflict, 
where it is an integral part of the system and is managed effectively, 

can contribute to organizational effectiveness.” (p. 240). The management 
of differentiation and integration appears central to organizational 
analysis and understanding. 

A major contextual variable which is widely examined as a correlate 
of structure is the size of the organization, operationalized most often 
in terms of number of employees. Hall (1963) found no relationship between 
size and bureaucratic characteristics, but Hall and Tittle (1966) uncovered 
certain ties between size and ee ee eee when bureaucracy was formulated 


as a total phenomenon. Hall et al. (1967), as reported in Hall (1972), 
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argued that size had no generalized association with structure. Scott 
(1975) reexamined the Hall et al. (1967) data and reached an alternative 
point of view on their meaning. "Our interpretation of these data leads 
to the different conclusion that this study indicates a modest but rea- 
sonably consistent positive association between organizational size and 
three dimensions of structural differentiation." (p. L1) 2 "Perhaps then, 
the Hall et al. paper may hold evidence of certain relationships between 
size and structure. Blau (1974) provides an argument that "increasing 
organizational size promotes differentiation, but it does so at a declin- 
ing rate" (p. 328). This is taken as a conflicting finding against the 
current of Woodward (1965) and Hall et al. (1967). In light of Scott's 
interpretation of Hall et al., it appears the Blau study reinforces 
Scott's conclusion, and the papers may be supportive rather than antipodal 
in their findings. 

It seems likely that both technology and size relate to structure, 
and that both should be considered within research models. Hall (1972) 
points to the need for examining "the interaction of size and technology" 
(pp. 122-123) in priorizing their importance in organizational analysis. 
Pugh et al. (1969) found that technology had decided association with all 
dimensions of structure including structuring of activities, concentration 
of authority, and line control of workflow. Size of organization on the 
other hand was related solely to structuring of activities. The effect 
of Ee: on the technology data was not considered in the original paper. 
Hickson et al. (1969) took the manufacturing firm's data from Pugh et al. 
(1968, 1969) and completed a more encompassing study of structure, size 
In general, size had an association with most aspects of 


and technology. 


structure, and although technology also exhibited association with a number 
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of aspects of structure, when size was partialled out of these relation- 
ships, the coefficients of correlation were reduced significantly. In 
short, the variable size was instrumental on the associations found be- 
tween technology and structure. This led Hall (1972) to say that "Hickson 
and his associates have correctly concluded from their data that size is 
more iipontant than technology in determining structure” (p. 121). Pugh 
(1973) points in the same direction. "In general, our studies have con- 
firmed that the relationship of technology to the main structural dimen- 
sions in manufacturing organizations are always very small and play a 
secondary role relative to other contextual features such as size and 
interdependence with other organizations." (p. 205). Blau et al. (1976) 
in a study of technology and organizations in manufacturing support these 
findings. "In contrast to mechanization, size exerts a considerable in- 
fluence in the structure of factories.” (p. 26). The effect of technology, 
however, is still significant accerdimg to the! Blau et al. paper. Their 
research shows "that the technology is associated with the structure of 
factories independent of their size, though these effects become ee 
only if types of technical systems are distinguished and procedures are 
employed that reveal curvilinear relationships” (p. 27). The importance 
of methodology perhaps cannot be understated. Partial correlation tech- 
niques for example "only indicate linear relationships" (p. 28) and thus 
may hid curvilinear patterns. Using Woodward's (1965) concept of tech- 
nological production systems, differences in structure became apparent 

in the Blau et al. (1976) study, and principally adhere to a curvilinear 
relationship, with mass operations varying from small batch and process 
systems. For example, "work in mass production is more routine than that 


in small batch factories, while work in process production is least routine 


cad Se Denied (2 GRe  Aeee dipaitvia wit aaa gpmeent Hivwie rr 


ia) 7 firs ; ai } iP rT 7 ike a | pabe a ti (ane. a 44, walt aa a os 
ik a . eh 3 : d ath Hg ‘ m bait aes sihacitner, then thw «e! rl : * 


Lei ae 
‘ ha4 with ewe a ty a, 
(OME Np ecrea® igs ita 
VIR, Ofe grr {a ei 
+5 saad, itpyh Gee asiyeteaben ton 
ei ee ote attra 


i re ae ai hid} pity a iy Lorca “pee P aay Sas panties. oe 


i ) b 2hy bey. ‘j i, * os recy fhe hb al ‘atta i, 
. uh ma 2. tb il, oy ih Reais te we 
bi 40 eal! _ hi vad iiet nt, 
eh Ps ify, Map alipaaay. be strat ail we thinst nner” wan 
: 4 i A F 
: paenir sae Say i 
4 7 [cae i iste > ib. a8 at % yes a a taiyenens ‘. a nd 
at A! Sar ow Ne eee ee pee 4 ome, me j ae 
| ¥ » oe eas | . iy " é yen 7 + ee u on ed ei aes , : Pa > + 


? ‘ bp 
ae 


ag mi, ty 


& Site a4 ews sg int " , , rei nq a "a i ni i randheorey Isang r 


ie 
oy 


Lie 


roe 49 a a aaah eb Sig 89 Bettas he, ball on all % wines ) a5, | “aga 


J i = ae ti) ying, hs =i, it [ : ans rsh wt noe yh | airy te i oe sole cal 
*, m ; = : ‘ ; , ‘ iy Cea ew : { S 
“ i kes ar 1G ¢ 
: i, i ie ne 1 ; 
a ~ fos i on, th 


au 


... These differences are reflected in a pronounced f)-shaped relation- 
ship of the spans of control of production foremen with the three types 

of technology” (p. 29). The Blau et al. (1976) paper wan Weriys certain 
support to Woodward (1965) in terms of the merit in distinguishing amongst 
productions systems in any analysis of organizational structure, and 


emphasizes the need for a consideration of both technology and size in 


understanding organizational design. 


E. ORGANIZATIONAL FUNCTIONS AND PROCESSES 


Organizational functions and processes reflect activity within 
structure by members of the organization whose behavior is affected both 
by the organization itself and by their individual nature. Triandis 
(1966) suggests that "a function may be defined as an attribute or pro- 
cess that is hypothesized as intervening between some feature of organ- 
izational design (input, structure) and some ee eee cur ont! 
cp. 67). He relates organizational functions to Bakke’s (1959) "essen- 
tial processes" within organizations, a reference point shared by Pugh 
et al. (1963) in the development of their research framework for the 
empirical study of organizations. These latter authors characterize 
functions as "activities", and note that "structure is indeed a construct 
derived from [organizational] activities" (p. 300). Hall (1972) argues 
that organizational processes represent "the major ways in which an 
organization moves from one state to the next" and further, that "organ- 
izational peruceure sets the stage for these processes to occur” (p. 201). 

The functions and processes in an organization include an array of 
variables. Hall (1972) offers a summary examination of five processes: 


power, conflict, leadership, decision-making and communications (Part 
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Three). Pugh et al. (1963) based ae (1959) view activity as it 
relates to five organizational processes: specifically, identification, 
perpetuation, workflow, control, and homeostasis. These Pe niyinine 
involve organizational measures regarding the acquisition of legitimacy 
and resources in the firm's environment; resource flow within the organ- 
ization, including ideas, people, material and money; items like motiva- 
tion, direction, fusion and problem-solving; and organizational produc- 
tion and distribution. The Katz and Kahn (1967) functional systems 
noted earlier may be considered within this framework. Functions and 
processes are thus envisaged as "part of the dynamics of organizational 
Jifey (Hall, 1972, p. 203) and represent a major aspect of organizational 
research and study. To appreciate organizational processes, it would 
appear necessary to examine both the nature of organizations and the 


nature of members who comprise the organization. 


1 ORGANIZATIONAL PERFORMANCE, OUTPUTS AND OUTCOMES 
ce UE OD AND UU EGON 


Organizations as action systems have objectives, and thus "another 
variable in the analysis of organizational behavior is an organization's 
success in reaching its stated goals" (Pugh et al., 1963, p. 312). Cer- 
tain of the items in this area are to Waas level of the organization as a 
whole, items like profitability, adaptability and market standing (ibid., 
p- 313). Others involve groups within the organization including vari- 
ables as worker satisfaction with fellow employees (Triandis, 1966, pe 62): 
At the level of the individual in the organization, major outcomes of 
concern include turnover, absenteeism and individual worker satisfaction 
(ibid... Productivity, ere terms of product quality and quantity, 


has relevance at the organizational, group and individual level. 
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Hage and Aiken (1967) distinguish between structure and performance 
variables in organizations in line with Pugh et al. (1963). Hage and 
Aiken (1967) view structure as "the arrangements of positions or jobs 
within the organization" (p. 482) including aspects as complexity and 
centralization, whereas performance "refers to the outcomes of the 
arrangements of positions" (ibid.) including program change and satis- 
faction. In large part this follows Hage’s (1965) dichotomy between 
means and ends, where the means broaches structure and the ends broaches 
performance (p. 265). Triandis (1966) defines structures as "the rela- 
tionships among key elements of the organization" (p. 59) while outputs 
are "measures of organizational effectiveness". The examination of 
performance or outputs is an important aspect of the general study of 


organizations. 


aG. THE STUDY OF ORGANIZATIONS 


Pugh (1966) views organizational theory in terms of organizational 
structure and functions, and the behavior of members of the organization 
within groups and as individuals. Organizational context is proven to 
have important ties to structure. Further, since organizations are dis- 
tinguished from other types of social arrangements by virtue of having 
objectives (Parsons, 1956), the subject of performance properly falls 
within the study of organizations. This framework provides a capsule of 
the Pugh et al. (1963) "conceptual scheme for organizational analysis". 

Triandis (1966) formulates a comparable framework with some differ- 
ences. Organizations are viewed in terms of inputs, structure, functions 
and output. Significantly the input variables include both organizational 


context and the personality traits of organizational members. Structure 
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includes abstract qualities of the organization like specialization and 
the fit between jobs and members. Functions refer to action wikis 
structure, and include items like training programs for webpars. modes 
of goal formulation; integrating techniques as part of leadership and 
similar activities, Outputs relate to objective organizational charac- 
teristics like productivity and turnover, and to attitudinal variables 
like worker satisfaction. Triandis states that, from his review of the 
literature and his discussions with other students of organizations, 
"the number of variables involved in the description of organizations 
is very large. It is a fairly sure guess that at least a hundred input 
variables are unrelated to each other and yet important, and that about 
fifty structure variables, thirty function variables, and close to twenty 
output variables are also involved. Furthermore, the specification of 
the relationships among these two hundred variables is by no means simple." 
(p. 89). Perhaps one of the challenges of organizational theory, and 
particularly the empiricai research in organizational theory, is to bring 
together these variables into a comprehensive focus. It is evident that 
contextual, Berucears = functional, performance and psychological vari- 
ables are involved in this research, with most behavioral variables 
falling within the performance set and attitudinal variables representing 
part of the psychological set. To the extent that certain attitudinal 
variables represent responses to the job, they might appropriately be 
treated as performance variables as well. 

Scott (1975) points to three trends in the study of organizations. 
Structure as organizational form is treated more as a dependent variable 
in the current empirical analyses (cf. Pugh et al., 1969) rather than a 


given or ideal type (cf. Weber, 1946, 1947). The thrust is to explain 
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variance in structure through research models (p. 2). Increasingly the 
models are reflective of open systems where organizations are seen in an 
ongoing relationship with their environment, rather than pllosed systems 
with organizations perhaps operating unto themselves. This implies a 
certain degree of dependence within the framework, the element of envi- 
ronmental uncertainty (cf. Thompson, 1967) and the fact that the organ- 
ization is not cut-off from society but is a part of society. Input, 
output and feedback transactions in addition to the basic transformation 
activities in organizations become instrumental to organizational under- 
standing. Further, the study of organizations has moved from case analy- 
sis to the comparative analysis of Pe hones and indeed both forms 
of research are important as sources of information. Methodological 
improvements in research have paced this trend, conceptually (cf. Lazars- 


feld and Menzel, 1961) and technically (cf. Appendix B). 


Tes ROLES, THE NATURE OF JOBS AND HUMAN ACTORS 


Levinson (1959) relates three popular interpretations of the term 
organizational role. Often it is used to connote the norms and expecta- 
tions of a position in the organization. This interpretation is consis- 
tent with Kahn et al. (1964) and Bratont (1964) as discussed earlier. 
Role, however, may also suggest ''the members orientation or conception 
of the part he is to play in the organization" (p. 515) which places a 
degree of definition within the grasp of the role player rather than the 
organization. Further, role may refer to "the actions of the individual 
members” (ibid.). Stogdill (1966) broaches this usage of the term when 
he defines role as what incumbents to a position actually do (p. 19). 


Argyris (1957) similarly argues that role may comprise all of the actions 
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of an individual within the organization, including formal and informal 
undertakings. Although the term role is not used in the theory in a 
universal fashion, the focal point for role analysis is Kahn et al.-.(1964). 
Hall (1972) argues that "Robert Kahn et al. have provided the most widely 
used and systematic framework for the understanding of the phenomena under 
discussion." (p. 191). It follows that role is perhaps most widely used 
to represent the organizational expectations of a person occupying a posi- 
tion in the operation. 

Position in this sense and following Levinson (1959) is "an element 
of organizational autonomy, a location in social space, a category of 
organizational membership” (p. 514). This is comparable to the term 
office employed widely by Weber (1946, 1947) and denotes a job in an 
organizational configuration (Pugh et al., 1968). Levinson further points 
out that "it is meaningful to say that a person ‘occupies' a social posi- 
tion; but it is inappropriate to say, as many do, that one occupies a 
role". This leads to a contemporary phrase that a person occupies a posi- 
tion and performs a role in an organization (cf. Kahn et al., 1964). 

There is perhaps no one slate of job dimensions in organizational analysis. 
The Hall et al. (1967) framework noted previously provides one valuable 
method of probing organizational formalization and complexity as revealed 
in role perceptions. Hackman and Lawler (1971) drawing from Turner and 
Lawrence (1965) classify jobs in terms of six dimensions as variables: 
variety, autonomy, task identity, feedback, dealing with others and friend- 
ship opportunities. Sims et al. (1976) confirmed these dimensions as 
relatively orthogonal characteristics of jobs using factor analytic tech- 
niques. Hackman (1977) weaned the core dimensions of variety, autonomy, 


task identity, and feedback in a recent article on job design, and perhaps 
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his article summarizes the current job dimension slate resulting from his 
extensive research with others in the subject. Hackman (1977) advances 
five core dimensions. These include skill variety, relating to "the degree 
to which a job requires a variety of different activities ... which involve 
the use of a number of different skills and talents ..." (pp. 244-245); task 
identity defined as "the degree to which the job requires completion of a 
"whole' and identifiable piece of work ..." (p. 245); task significance or 
"the degree to which the job has a substantial impact on the lives or work 
of other people ... (ibid.); autonomy referring to "the degree to which the 
job provides substantial freedom, independence and discretion to the indi- 
vidual ..."" (ibid.) and feedback meaning "the degree to which carrying out 
the work activities required by the job results in the individual's obtain- 
ing direct and clear information about the effectiveness of his or her 
performance" (ibid.). The group dimensions do not appear in the current 
article. The dimensions of skill variety, task identity and task signifi- 
cance relate to the meaningfulness of work in the job situation, autonomy 
relates to responsibility of work and feedback relates to knowledge of 
results (p. 243). These relationships are enunciated as “critical psycho- 
logical states" which intervene between the job dimensions and work outcomes 
including job satisfaction. Conceptually this ties the individual and the 
organization together, a central feature of the notion of role. 

The study of organizational roles is important for at least two rea- 
sons. Roles represent a meeting point between the individual and the 
organization, and much of organizational theory can be synthesized in the 
concept of role. Both factors bear examination. In the first place, role 
may be seen as the point at which the societal member and the organization 
meet and link (Katz and Kahn, 1967, p. 197), are at direct interface (Hall, 


1972, p. 196) orunite (Lichtman and Hunt, 1971, p. 252). The individual 


oe Eh)! ao, ae P = oy (pe eo rime agent’ as tii 48 4 Asse 


hgse Seg? yd Aaah Lede eri: sats sian aa thwart diy mie my Ngee. 


BRET: 7 bat aan i he. ee oy eas ' a2 fe ued wae a om wre, bases Je 


or) “te , " me 
] ys a, | Die ce ee re, P ay Tere 
es wei Ge ig PESO ener aan —42s vat Li 4 


wna ‘ agent tor 8 f 


: {: p. may ? 


obs eyt Lea noesiye Sb Sia 
fia ee eel ae i ain, (Tine 


est 


a e 


+ On ae ek SR cxtopen weg h IPT : me a 
in 3 Doar or A Cuil eel meme Beas mnths ha pote 
p . : sige dh f fue, 2 halal print sai 6X bay "dah 
i . a : ts r Pe a vo eoimaaut ait, at by 
fy | Mickie oe gee ei wy, ws palin 
Bice Sipe Fe ad apoyo: oF, 


= 
= 
= 


Bide Sept OES? ~, rity : i, ‘ee } any ‘ F aco ont, ine * We on Fury det 
i ¥ u * : i rh , 


> e odl 1 eget NIRS QO aia ie hy: nate Ama ia abt anton | 


hog O° Sys nator ales Bick ine) wikiat: mutoeaes sobaa Longa 

. "hee r 7 o ow 4 7 ps 
= i Siena at tates feneliaaaie Ses ehwgn. vat a 
) | j ‘ eid as re ; if bay = ' ’ pk to 
wat! ie ee ers) nhs Mies # pa tal 


~ : AA ea ort , eos i ttrori ee “13 eek a4 to hy 7 OS He ae ee pire ps9 a i , 


Bis OAM mig’ iio aiaasT ve ae sit CHE plas 0G dees le 


wos 


a )- 248 4 nee 7 ey . 1rey syed fan i in hi: oi ty at sh, aot 


ats i 
"cael OTE Oo) oath, Aaa | 


4x 
“SI 


joining an organization brings a certain history, experience, education, 
Skill and cognitive and affective style. The organization offers a job 
which must be done. Work organizations are often ee eae careful in 
recruiting and selecting individuals to fill jobs and perform roles (cf. 
Etzioni, 1971, p. 259). In this way, the individual person becomes a 
member of the organization, and company officials are concerned about 
having the right person for the job or more generally having a company 
work force that fits their purpose, is suited for the work, understands 
the work and is committed to the firm. Thus, the organization has certain 
needs of the individual. Somewhat more specifically Katz and Kahn (1967) 
define three qualities that are essential in this regard: individuals 
must join and stay in the firm, they must perform their roles as defined, 
and they must provide additional input to the betterment of the company 
beyond that called for in the role definition in order for the company to 
remain viable (Chapter 12). These concerns underlie company motivational 
techniques and socialization programs. Socialization may be defined as 
the change-over in the individual from a member of society to a member of 
an organization, holding a position with certain role responsibilities; 
it is "the process of ‘learning the ropes', the process of being indoc- 
trinated and trained, the process of being taught what is important in 

an organization or some subunit thereof" (Schein, 1968, p. 210). By 
selectivity in recruiting procedures, companies can choose individuals 
from the population who fit the company mold quite readily, and possess 
the skills and knowledge required for the job. This reduces the require- 
ment for socialization programs (Etzioni, 1964, p. 70) although they may 
well be offered as a means of pales company needs of the individual to 


the individual in the company setting. Where selectivity is not open to 
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or practiced by a company, the importance and value of socialization pro- 
grams is enhanced. 
Davis (197la) views persons as potentially involved in three aspects 
of work processes: "energy supplier ... a guider of tools {and ] 
regulator of a working situation or system, an adjustor of difficulties” 
(p. 438). He argues that the first two qualities are increasingly a 
function of machines and capital, and that persons are thus involved more 
in the regulatory aspects of work. This perhaps falls in line with the 
stages of technological progress which is forwarded by Woodward (1965). 
Process production systems are more capital intensive than small batch 
and mass production systems, and the company work force is readily envis- 
saged as less involved in providing the major source of energy and acting 
as the prime guider of tools. Machines perform these functions, while 
persons regulate them and meet contingencies. Role routine is often cited 
as a principal variable of jobs (Inkson et al., 1970) and it appears likely 
that routine would be greater in jobs where persons are simply suppliers 
of energy as distinct from guiders of tools and regulators. The demands 
of the jobs also vary. Ashby (1956) points out that the variety of out- 
comes of a regulated situation is directly affected by the variety inher- 
ent in the regulator. It appears likely that more formal and diversified 
skills are required in regulator functions than in the other work functions. 
Individuals entering organizations vary. At a basic level, persons 
have different demographic profiles. On a more sophisticated level, per- 
sons may be seen as having different needs that they wish to have satisfied 
in life and thus often in the roles they play in organizations. Maslow 
(1954) has offered a needs Rian for man which comprises five tiers: 


physiological requirements, safety and security, belongingness and love, 
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self-esteem and autonomy, and self-actualization. Maslow believes in 
general that as human needs at the lower end of the hierarchy are satis- 
fied, the natural inclination of man is to seek the eratification of 
higher level needs. Thus the movement is from initial gratification of 
physiological needs towards a self-actualization in life. This proposi- 
tion is reflected in Herzberg (1966) and is addressed by Etzioni (1971). 
The fact that work organizations often do not develop the type of environ- 
ment that is conducive to higher level needs satisfaction is fundamental 
to Argyris (1957, 1960). In the abstract, individuals may be seen as 
having needs out of life which may be satisfied in the roles they perform 
in organizations, just as organizations have needs that must be met by its 
members and which are conveyed to its members. The tie between the two 
needs sets is captured in the concept of role. 

A second reason why the concept of role is so important is offered by 
Hickson (1966). It would appear that "[organizational] theory has con- 
verged upon the specificity (or precision) of role prescription and its 
obverse, the range of legitimate discretion” (p. 225); and that "there is 
a strong bimodal tendency in what many authors have written" (p. 226) 
which may be transmitted in terms of the degree of role prescription. 

The distinction in organizational types offered by Burns and Stalker (1961): 
is a case in point: mechanistic organizations tend to be tight or rigorous 


in role prescription, while organic organizations are much looser and less 


rigorous in role prescription. Similar distinctions are evident in Becker 


and Gordon (1966) in their discussion of procedural specification, and in 
McGregor'’s (1960) Theory X and Theory Y, to name two additional references. 
It would thus seem that role characteristics once discerned provide a 


valuable insight to the nature of organizations and the way they are estab- 


lished. 
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I. JOB SATISFACTION 


Job satisfaction is perhaps one of the most important and widely 
studied outcomes of the work situation. Job satisfaction as a variable 
represents one aspect of the personal value of a job to its incumbent 
(cf. Work in America, Appendix A here). Hulin and Blood (1968) point 
out that "trite as it may seem, a high ievel of job satisfaction among 
industrial workers may be an appropriate goal in pitser ea. 204) Kahn 
et al. (1964) represent job satisfaction as one of a worker's "responses 
to the job” (p. 44), or more specifically "the balance of satisfaction- 
dissatisfaction he feels about [his work]"’ (ibid.). Porter and Lawler 
(1965) classify job satisfaction and morale under the general heading of 
attitudinal data, where attitude is defined as "'opinion concerning some 
object’ in this case jobs or aspects of gone Cp27s04).) Lt ais: thus 
divorced from behavioral outcomes of the job which are more objective in 
nature, and include items such as "performance and output rates or ratings, 
turnover rates, absenteeism rates, accident rates and employee grievance 
rates" (ibid.). The extent to which certain behavioral outcomes of a job 
such as turnover and absenteeism reflect worker satisfaction or dissatis- 
faction in the job, and are thus surrogates of satisfaction with the job, 
represents a relationship widely ae in organizational theory (cf. 
Paulson, 1974). One model is offered by Hulin and Blood (1968) in terms 
of the flow relationships involved. Jobs have particular characteristics 
that are perceived by their holders in certain ways. This perception 
leads to an affective response by the job holders which includes the 
element of job satisfaction as a variable. The affective response is 
then translated into a behavioral response including the elements of 


absenteeism, turnover, and production as variables. Hackman (1977) points 
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to critical psychological states as intervening between core job dimen- 
sions and personal and work outcomes within the work environment. In 
either case psychological states of mind and perceptions are instrumental 
in understanding the element of satisfaction, and the notion of individual 
differences is particularly prominent in the Hulin and Blood model. 

One reason why the study and application of job satisfaction research 
is important rests in the notion of societal dynamics and concern with the 
general well-being of societal members. It may be argued that persons have 
numerous roles in the societal milieu. "Role-pluralism, the involvement of 
the same persons in several collectivities, is a fundamental feature of all 
human societies." (Parsons, 1971, p. 12). In this sense, "the life of the 
individual can [ ] be seen as an array of roles which he plays in the 
particular set of organizations and groups to which he belongs" (Kahn et 
al., 1964, p. 11). If society is viewed in terms of its cultural, political 
and economic components (Parsons, 1971; Mayhew, 1971) and if persons are 
viewed in terms of role-pluralism, important ties may exist amongst charac-— 
teristics of human activity in one subsystem and the other subsystems. 

"All parts of society are, after all, mutually interactive." (Work in 
America, 1973, p. 92). .In particular, the terms of activity for persons 
in work organizations may have systematic bonds with activity in cultural 
and political affairs, and vice-versa. Some foundation for this proposi- 
tion is introduced in Work in America where it is held, for example, that 
research indicates "those workers with jobs that measure high on variety, 
autonomy and use of skills were found to be low on measures of political 
and personal alienation" (ibid., p. 31). The outcomes of work activity 
might also have a direct bearing on the general well-being of human per- 


formers, and their actions within society as a whole. Kahn et al. (1964) 
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relate the following argument which underscores societal dynamics as part 
of their research on role conflict and ambiguity in work organizations. 

"We assert also that the difficulties people have with 

their organizational roles increase as conflict and 

ambiguity increase, and that these difficulties are 

expressed in performance, not necessarily in the role 

in which stress was experienced, but somewhere in the 

array of roles which constitute the social and 

affiliative life of the person - as husband and father, 

as worker, as friend and as citizen." (p. 376). 
Studies seem to indicate that job satisfaction has significant association 
with more favourable levels of mental and physical health in the population 
(Work in America, 1973, Chapter 3). Thus, research which centers on job 
satisfaction and its correlates within work organizations may open the 
door in hand with research on societal roles in general to the development 
of industrial and societal policies which enhance human well-being. One 
cautionary note might be offered. There are numerous outcomes of indus- 
trial activity beyond member satisfaction which have an impact on society 
and the multiple roles of persons in society. Perhaps two major outcomes 
in this respect are productivity and profitability. It appears appropriate 
to balance recommendations relating to the quality of work and job satis-— 
faction with study of their impact on other outcomes of the work situation. 
Trade-offs and priorities may be involved in the ultimate decision frame- 


work. Research into job satisfaction is no less important because of this 


circumstance, but the need for an encompassing view is underscored. 


1. Organizational Structure and Job Satisfaction 


Porter and Lawler (1965) provide a review of the literature pertaining 
to the "properties of organization structure in relation to job attitudes 
and job behavior" (p. 303). They conclude that "in general, the impact of 
structural variables appears to be clearer on attitudes than on behavioral 


variables" (p. 323). A number of structural variables is discussed. 
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Looking at organizational levels, they found early work indicates 
that job satisfaction increases with occupational level, as does morale 
(p. 306). Operationalizing Maslow's hierarchy of needs fae a survey of 
management, Porter is reported to have found that "satisfaction increased 
with each higher level of management for three of five needs (esteem, 
autonomy and self-actualization), and profiles of satisfaction were gen- 
erally similar across levels ... It should be emphasized that satisfaction 
in this study was measured by the difference between obtained and expected 
fulfillment." (ibid.). This study was interpreted to indicate that lower 
level managers are less satisfied than higher level managers, and that 
lower level managers have a wider gap between job expectations and subse- 
quent fulfillment than do higher level managers (ibid.). Further work 
indicates higher level managers are more "inner-directed" than lower level 
Managers (p. 308). 

With respect to line and staff positions, empirical work indicates 
according to Porter and Lawler that incumbents to line positions are gen- 
erally more satisfied than incumbents to staff positions within management 
ranks (p. 310). Research on span of control and its relationship with job 
satisfaction and behavior is sparse and inconclusive (p. 312). Organiza- 
tional size was discussed in terms of subunit size and the size of the 
total organization. On the subject of subunit size, a majority of the 
studies indicates that workers are more satisfied in smaller subunits. 
Managerial data are unavailable (p. 313). Absenteeism and turnover also 
increased with subunit size (p. 315). Significantly, the authors point 
out that "reviews of the literature have not found that job dissatisfac- 
tion is associated with low AEE aoe (p. S17) = 70n thersizeratrtoral 


organizations, early work indicates that morale and satisfaction are higher 
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in small companies. Porter found in his research that size and level of 
management were intricately related in assessing job satisfaction. Lower 
level managers in small companies were more satisfied than their counter- 
parts in large companies. Upper level managers, on the other hand, wera 
More satisfied in the larger companies than in the smaller Operations. 
Managers in larger companies were more "inner-directed" than managers 
from small companies (Pp A-aLee Relating subunit size and total organiza- 
tion size data, Porter and Lawler cite Porter (1963) where he argues in 
one of his studies that "an increase in total sizeof an organization ... 
will not necessarily reduce the morale and job satisfaction of employees 
as long as intraorganization work units are kept small" (p. 319). 

Size of the organization is treated in the literature as a key con- 
textual variable (cf. Hall, 1972; Pugh et*al., 1969). Porter and Lawler 
(1965) note that "very few studies have been carried out on the relation- 
ship of size of total organization to either job attitudes or job behavior" 
4 19) Teas evident, however, that structure and satisfaction have 
certain relationships, and it would appear desirable to bring together 
size, structure and satisfaction into a comprehensive research model. 

This portrays an example of multivariate research using contextual, struc- 
tural and performance variables, and is indicated in Porter's work, although 
ostensibly few others. 

The shape of organizational structure is discussed from two vantage 
points by Porter and Lawler: tall or flat structures and centralized or 
decentralized structures. On tall or flat structures, the reviewers cite 
their own work (1964) where they found that in general, this aspect of 
shape did not affect satisfaction. When ee was controlled, however, 


flat organizations were associated with greater management satisfaction 
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than tall organizations within the smaller firms; while tall organizations 
were associated with greater management satisfaction than flat organiza- 
tions within the larger firms. Ina subsequent rentieae ee of this study, 
Porter and Siegal (1964) confirmed that flat organizations have greater 
management satisfaction than tall organizations within smaller firms, but 
there was no difference in levels of Management satisfaction between tall 
and flat structures in larger firms (Porter and Lawler 1965, ip. 320). 
Further, the reviewers observe that the type of company may be an impor*ant 
contextual variable in relating structure and job attitudes and behavior 
(p. 321). On the issue of centralization in structure, Porter and Lawler 
argue that studies indicate "no clear support for the proposition that 
decentralization can produce either improved job attitudes or performance" 
Ups a2), 

Aiken and Hage (1966) examined relationships between organizational 
centralization and formalization and member alienation from work and 
alienation from expressive relations. Alienation is considered comparable 
to job dissatisfaction, and may be tied either to personal development or 
to work with others. The results showed in general that alienation on 
both measures increased with centralization and formalization in structure. 
More specifically, they found that in.terms of alienation from work, the 
level of alienation increases with greater hierarchy of authority, less 
participation in decision-making, greater job codification, and stronger 
measures of rules observation. Participation in decision-making was 
particularly strong in the centralization field, proving more significant 
than hierarchy of authority. It appears that persons are more satisfied 
when they can partake in deci stonsmaline processes. Significantly, this 


variable proved less important in expressive relations at the zero-order 
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correlation level. Both measures of formalization had strong, independent 
positive associations with alienation from work. With respect to aliena- 
tion in expressive relations with others, the level of alienation followed 
the same basic pattern as in alienation from work, and proved particularly 
strong in metaeiancnis to rule observation and hierarchy of authority. 

As these organizational structural qualities increased, so did alienation 
in expressive relations. Job codification also was positively correlated 
with alienation in expressive relations. Rule observation, a form of 
supervision, proved the best predictor of this type of alienation. 

Hage and Aiken (1967a) found a positive correlation between job satis- 
faction and the rate of program change, and a negative correlation between 
satisfaction with expressive relations and the rate of program change. 
They suggest that these findings may make it "plausible to argue that the 
organizational conditions that facilitate the introduction of change, 
namely, occupational diversity and decentralization, reduce satisfaction 
with expressive relationships because of the conflicts they engender" 

(p. 487). In general, the research of Aiken and Hage (1966, 1967a,b, 
1968, 1969) provides an excellent demonstration of multivariate techniques 
in organizational analysis, and the examination of contextual, structural 


and performance variables within one model. 


2. Organizational Performance and Job Satisfaction 
Schwab and Cummings (1970) in a review article offer three relation- 
ships that are forwarded in the literature with respect to the association 


between performance and satisfaction. The first relationship is that sat- 


isfaction leads to performance, where "the work of Herzberg and his col- 
leagues provides perhaps the best illustration of current theory and 


research formulated on [this] view" (p. 131). Herzberg (1966) interprets 
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his research to suggest that factors involved in the worker's environment 
can be divided into two distinct groups: the satisfiers or "motivators" 
and the (potential) dissatisfiers or "hygience"” factors... In order for a 
company to achieve high levels of satisfaction amongst its employees, the 
company must eliminate dissatisfaction by maintaining high levels of 
hygience factors, and coincidentally it must develop satisfaction by nur- 
turing motivation factors. The hygience factors related to requirements 
at the lower end of the Maslow hierarchy, or what Herzberg terms the 
animal needs of man, and include items such as supervision, general admin- 
istration, working conditions, interpersonal relationships with peers and 
others, status, job security, salary and effect on personal life. The 
motivators, on the other hand, are related to the needs at the upper end 
of the Maslow hierarchy, in what Herzberg terms the human or psychological 
growth area. They include the areas of achievement, recognition for 
achievement, work itself, responsibility, advancement and the possibility 
of growth (Chapter 6). 

The second type of association between satisfaction and performance 
is "the view that the satisfaction-performance relationship is moderated 
by a number of variables" (Schwab and Cummings, 1970, p. 130) including 
self-esteem, ability of the individual, urbanization, biographical data, 
occupation, organization, the danas community, equity, aptitude and 
interest (pp. 139-140). This list, which admittedly overlaps between items, 
reflects the complexity of the problem of relating the two subject variables. 
Moreover, certain opinion holds that job satisfaction and industrial per- 
formance are possibly independent outcomes of the work situation, and 


"relationships between satisfaction and performance need be neither direct 


nor particularly strong" (p. 133). Katz and Kahn (1967) share this view. 
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"Productivity is a measure of role performance and for most production 
workers such performance has been almost completely standardized. Hence, 
it relates very little to individual variables of motivation and satis- 
faction and much more to system determinants of the flow of materials, the 
organization of the work process, the speed of the flow process .., and 
the like. (p.°347). . The impact of technology on productivity cannot be 
understated, and bears examination in the design of jobs (cf. Hackman, 
otic. 246). 

A third form of association centers on the idea that performance leads 
to satisfaction. This concept is perhaps best exemplified in Porter and 
Lawler (1968) and their version of the expectancy model of motivation and 
performance. They argue that performance or accomplishment in the work 
situation is a function of three variables: ability, or the skill and the 
knowledge that a person brings to the job; role perceptions, or the impres- 
Sion a person has of what he is required to do; and effort or motivation. 
Motivation in turn is a function of the company's reward structure, which 
coincidentally is the intervening variable between performance and eo 
faction. The value of the reward and the relationship perceived between 
effort and reward affect motivation; while the nature of rewards and their 
perceived equity affect the bond between performance and satisfaction. In 
this sense, rewards affect the work situation through motivation, and the 
relationship between performance and satisfaction is mediated by reward 
fulfillment and equity in reward structure. Satisfaction in turn feeds 
back into the motivation-performance formulation as an input for subsequent 


action within the work situation. An ongoing cycle is thus established 


(Chapter 8). 
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3. Environment and Job Satisfaction 

The nature of the environment in which a company operates is estab- 
lished as instrumental in the structuring of the firm ae and Stalker, 
LO6i Thompson, 1967; Lawrence and Lorsch, 1969). Blood and Hulin (1967) 
provide research findings which show "that workers living in communities 
which should foster alienation from middle-class norms structure their 
jobs and their lives predictably differently from workers in poamund ide 
where adherence to middle-class norms would be expected ip. 244) 2 Com" 
munities typically regarded as hosting an alienation with middle-class 
norms are lower class groups in large industrial settings where the group 
is large enough to sustain itself as an entity (p./238). Certain of. the 
job satisfaction in this study is difficult to interpret, and the study 
is carefully qualified as a pilot project, The findings suggest, however, 
that the culture of the workers is an important variable in assessing and 
determining organizational characteristics: "although integrated workers 
desire greater responsibility and autonomy, alienated workers may be 
happiest when given a job which demands little personal involvement either 
in terms of task skills or identification with the goals of management." 
(p. 245). This argument is advanced further in Hulin and Blood (1968) 
where alienated persons are associated with blue collar city workers, 
and nonalienated persons are associated with white collar city workers 
and all rural workers. Alienated persons are believed happiest in routine 
jobs. 

The research of Turner and Lawrence (1965) also relates the importance 
of the town-city differences in the reaction of employees to similar jobs. 
For example, jobs perceived meres variety, autonomy, responsibility and 


similar traits were associated more strongly with job satisfaction in the 
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town population as compared to the city population (p. 128). When overall 
"requisite task attribute scores" were compiled from job traits, no rela- 
tionship was found between these scores and job aA eh ee There was, 
however, a positive association between these measures for the town popu- 
lation, and a negative association for the city population (p.4129). + It 
appeared that the environment of the workers had a bearing on their response 


to jobs. 


4. Job Dimensions and Job Satisfaction 

The research of Turner and Lawrence (1965) provides an introduction to 
a significant branch of organizational theory, specifically the relationship 
between job dimensions and job satisfaction, which is perhaps highlighted 
in the recent report which was commissioned by the United States government 
and entitled Work in America (1973). It is argued by many including Argyris 
(1957, 1960), Herzberg (1966), Myers (1970) and others that job enlargement, 
job enrichment or job redesign is associated with a more satisfied and more 
productive work force. Previously, it has been established that speciali- 
zation, division of labour and routinization enhance productivity. This 
poses a dilemma to organizational designers: simply how specialized should 
an operation be. The answer is important in the respect that the final 
decisions affect productivity, member eet to the organization and 
job satisfaction. These variables in turn are associated with market posi- 
tion (prices being constant), creativity and initiative (cf. Thorsrud, 
1972), absenteeism and turnover, and societal well-being. Turner and 
Lawrence (1965) hypothesized that jobs associated with variety, autonomy, 
required interaction, optional interaction, skill requirements and respon- 
sibility would be related to job satisfaction and high attendance at work. 


In general, they found that these "task attributes” hung together and that 
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their hypotheses stood up, albeit more cogently for town rather than city :. 
workers in a number of instances. In terms of job satisfaction, then, it 
would appear that an element of variety and autonomy should be a part of 
jobs. 

Katz and Kahn (1967) state that "studies corroborate one another in 
demonstrating that the more varied, complex and challenging tasks are 
higher in worker gratification than less skilled, routine jobs" (p. 368). 
They in turn cite a number of studies which show satisfaction is higher 
in jobs requiring greater skill, having more variety, allowing more self- 
expression, combining more operations and having a purposeful cycle of 
events. Routine is associated with frustration. Satisfaction is asso- 
ciated with less turnover and absenteeism. 

Davis (1971) outlines four job requirements for the post-industrial 
era: responsible autonomy, adaptability, variety and participation. 
Responsible autonomy allows a worker control over his area of work. 
Adaptability is important because it sets an atmosphere where "the indi- 
vidual can learn what is going on around him, can grow, can develop, can 
adjust" (p. 426), and has ties to the higher needs levels of man. Variety 
is valuable because routine is stifling, and variety provides an outlet 
for knowledge and skill application. Participation means involvement in 
matters affecting the work place (cf. Aiken and Hage, 1966). These char- 
acteristics appear compatible with job satisfaction in certain contexts. 

Hackman and Lawler (1971) operationalized six job characteristics: 
four core variables, namely variety, autonomy, task identity and feedback, 
and two interpersonal variables, specifically dealing with others and 
friendship opportunities. They eieea these variables to job performance, 


‘Satisfaction and absenteeism. Core dimensions had a strong, positive tie 
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with job satisfaction, and particularly "the satisfaction of higher order 
needs" (p. 227) including personal growth and self-esteem. Further and 
in line with Turner and Lawrence (1965) and Hulin and Blood (1968), the 
authors argue that "the present study demonstrates that individual higher 
order strength ... moderates the relationship between job level [jobs high 
on core dimensions] and satisfaction" (p. 229). The notion of individual 
differences is evident in this remark and perhaps Hackman and Lawler are 
able to summarize much of the debate in this area when they say that "both 
the advocates of a 'scientific management' approach to job design (make 
the work routine, simple and standardized) and the more recent supporters 
of 'job enlargement’ (make the work complex, challenging and demanding of 
individual responsibility and decision-making) appear to have attached 
insufficient importance to individual job interactions in determining 
affective and behavioral reactions to jobs" (p. 228). The underlying 
importance of individual differences rings clear in Turner and Lawrence 
(1965), Blood and Hulin (1967), Hulin and Blood (1968) and Schwartz and 
Gruenfeld (1975). Technology often forms a constraint to action alterna- 
tives. Thorsrud (1972) believes "while job enlargement has proved effec- 
tive for some conditions, it would be inappropriate for others ... the 
kinds of change required are likely to be related to the kind of tech- 
nology involved" (p. 455). Nor is the relationship between performance 
and job satisfaction entirely clear, as discussed above. 

Although the number varies between operations, some jobs in virtually 
any operation offer autonomy, variety and responsibility. Following 
Thompson (1967) this would be true for jobs assigned to deal with envi- 


ronmental uncertainty, when the environment holds a degree of hetero- 


geneity or instability, or both. It would be less true for jobs buffered 
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from the environment, and routinized in terms of technology (cf. Perrow, 
1967, 1970). Many jobs internal to an operation cannot be routinized. 

This is true when there is variability in the radar ees for action in 

a job, or when search procedures associated with the job are not standard- 
ized, or both. These jobs hold some variety by virtue of ‘their nonroutine- 
ness, and are a part of most operations. This leaves the routine jobs, 

the bureaucracy, the buffered technology. These jobs represent perhaps 

the majority of jobs available to the labour force. Most of the incumbents 
to these jobs are satisfied (Blauner, 1960) but many would like to change 
jobs (Kahn et al., 1964). The issues of desired, required or preferred 

job autonomy, variety and responsibility in large part are appropriately 


directed at this group of jobs, their incumbents, and their designers. 
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CHAPTER II 


RESEARCH METHODOLOGY AND ORGANIZATIONAL CHARACTERISTICS 


A. INTRODUCTION 


The focus of attention in the present study is organizational 
research and analysis involving structural, contextual and performance 
characteristics of work organizations, with special attention accorded 
to job satisfaction as a performance characteristic. A number of pre- 
vious research efforts reflects the desirability of simultaneously con- 
sidering structural, contextual and performance constructs within a 
research model (Pugh et al., 1969; Aiken and Hage, 1966; Porter and 
Lawler, 1965), and multivariate statistical techniques permit the devel- 
opment of these models (Heydebrand, 1967). The present study is in 
keeping with this orientation. 

The purpose of this chapter is to provide a background to the 
original survey on which the present study is based, to outline the 
research methodology used in the study and to describe the six organ- 
izational characteristics which are central to the project. In total, 
numerous statistical applications are employed as part of the study. 
The primary applications include Fadtae analysis, contingency tables, 
correlation analysis, one way analysis of variance and discriminant 
analysis. Each of these applications is considered in terms of the 
objectives of the study and its particular relevance to the subject 
matter. The six organizational characteristics which fall out of the 


factor analysis are fully defined. 
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B. THE ORIGINAL SURVEY AND SAMPLE 


The empirical information for the present Side is developed from 
the Edmonton section of the Canadian Attitude Study conducted in 1969- 
1970 by the Faculty of Business Administration and Commerce, University 
of Alberta. The questionnaire for the original survey appears as Appendix 
D of this report. It includes a series of questions relating to political 
demographic and organizational variables. Only organizational variables 
are examined in the present study, and the basic file for the project 
includes responses to questions numbered 24 through 49 inclusive which 
deal with role perception, and question 80 which deals with the classifi- 
cation of the organization that the respondent is working with at the time 
of the survey. Data from 621 respondents are in the original file. Role 
perception variables are re-numbered 1 through 26 for purposes of this 
study. 

The report is a portion of a more embracing body of empirical research 
conducted in the Faculty of Business Administration and Commerce, University 
of Alberta based on the same survey. The information gathered was worked 
extensively by Jan Lawson and reported in her thesis entitled "The Polit- 
ical Attitudes of Middle Managers" (1971). It was further analyzed by 
L.G. Elliott for a research paper eacte ted "A Multivariate Comparative 
Analysis Using Structural, Contextual and Behavioral Variables" (draft, 
1975). This present study may be viewed as an abstraction and re-inter- 
pretation of certain orientations and (to a degree) segments of these 
previous examinations, and as an extension of these studies which incor- 
porates and augments these efforts within the stated purpose of the anal- 


ysis. In this sense, the three studies may be viewed together as a 


cumulative body of empirical research. 
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The survey involved a group of Managers in the Edmonton area. 
(1971) explains the survey in the following manner: 
"The survey was not a random sample but was limited 
to a group of upward mobile, white collar and 
managerial middle class [persons] involved in 
management development courses in the Management 
Development program offered by the Department of 
Extension at the University of Alberta, Edmonton. 
[> The written questionnaire was administered 
during classes so that virtually all those who were 
in the program in the Fall of 1969 or the Spring of 
1970 are included in the 621 responses made. The 
individuals administering the questionnaire explained 
the questionnaire. The respondents were allowed to 
ask any questions they wanted and the administrators 
stayed until everyone had finished so that questions 
could be dealt with adequately. Complete anonymity 
was guaranteed." (p. 49). 
While detailed characteristics of the sample appear elsewhere (Lawson, 
1971, Chapter 2) and are not reiterated in their entirety here, two 
points bear particular note as important qualifications to the present 
study. Firstly, the respondents proved to be "upper middle class in 
terms of income, occupation and education, and in terms of these vari- 
ables in a fairly homogeneous group" (pp. 62-63), and secondly, respond- 
ends appeared to be "upward mobile” within the organizations to which 
they belonged (pp. 63-64 and p. 49, as cited above). The project there- 


fore reflects characteristics of this type of labour force participant 


and organizational member. 


C. ROLE PERCEPTION VARIABLES AND FACTOR ANALYSIS 


The starting point in the present research is the slate of role 
perception variables in the original survey questionnaire (cf. Appendix 
D). Respondents were asked to complete twenty-six role perception 


questions which were drawn from three sources: a series of questions 
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developed by Hickson (undated) which serve to probe the concept of role 
specificity (cf. Hickson, 1966), a series of questions from Kahn et al. 
(1964) which relate to job satisfaction and appear in a modified form 
in the survey questionnaire (cf. Lawson, 1971, pp. 48-49) and a series 
of group cohesion questions formulated by Seashore (1954) and which 
appear in Miller (1964, pp. 138-139). Attention is directed to the 
individual in the work organization, and to the way the individual 
perceives the role that member is performing and certain of its out- 
comes. No objective data were gathered in terms of role activity in 
organizational structure. Nor were questions asked of individual 
respondents about the nature of organizational roles in general or 
about the activity of other persons within the organization. A note 
on research strategies which accompanies the present study as Appendix 
B presents a perspective on how this particular approach to organiza-— 
tional analysis compares to other research designs. 

The 26 role perception variables are subjected to factor analysis 
as a means of reducing the initial slate of variables to a series of 
comprehensive organizational characteristics. This procedure follows 
Lawson (1971) and is consistent with the use of factor analysis in 


the social sciences. 


"The major use of factor analysis by social 
scientists is to locate a smaller number of 

valid dimensions, clusters or factors con- 

tained in a larger set of independent items 

or variables ... Factor analysis can help 
determine the degree to which a given variable 

or several variables are part of a common 
underlying phenomenon." (Nie et al., 1974, p. 10). 


It is appropriate to acquire an overview of factor analysis. The 


basis of factor analysis rests in the notion of intercorrelations amongst 
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variables (Cooley and Lohnes, 1971, p. 129). The thrust of factor analy- 
Sis is to explain each variable in terms of a series of common factors 
and a unique factor in each instance. For present purposes the main 
problem is to isolate the variables which are explained in large part by 
one common factor, to then isolate other variables which are explained 

in large part by a second common factor and so on. In this sense, the 
common factors can be traced to specific sets of variables, and the duty 
of the researcher is to identify the "underlying phenomenon" which de- 


scribes those variables. The following table shows an actual example. 


Pactor u! Ne yeteope 7 aAC@iEoie Ss! Factor 4 Hewidere SF Factor 6 
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This table represents a portion of the actual factor analysis solution 
ultimately used in the project. Note that the major common factor 
explaining both variable 5 and variable 6 is factor 5. The variables 
themselves are represented in the following equations, where F represents 
the common factor, small letters are regression weights and UF is the 


unique factor. 
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Since the factors are orthogonal, the numbers and small letters in the 
table and equations actually represent regression weights and correla- 

tion coefficients. In this sense, the above equations bcbweedevegs,, 
equations for the variables. The numbers are typically termed "loadings". 
A major question surrounds the amount of variance in the variable that 

is explained by any given factor. In the orthogonal solution, this 
represents the square of the loading coefficient, and thus the factor 

with the highest loading in any given variable will explain the largest 
proportion of the variance. In the example above, factor 5 explains the 
greatest proportion of the variance in variable 5 and factor 5 similarly 
explains the greatest proportion of the variance in variable 6. A second 
question surrounds the amount of variance in the variable that is explained 
by all common factors. This in effect amounts to the addition of all load-— 
ings squared for each variable, and is terms its communality. In the 

above example, the common factors explain 72% of the variance of variable 

5 and 74% of the variance of variable 6. Communalities are typically 

given as decimals, in the above cases .72 and .74 respectively. 

Turning attention to the common factors themselves, it is appropriate 
to isolate those variables which are essentially explained by any one 
particular ae factor. "Explained" in this sense means those variables 
whose variance can be traced in large part to one factor. This effectively 
amounts to a study of loadings, since the loadings squared represent vari- 
ance explained. In the above case, the highest loadings in variables 5 
and 6 are in factor 5, and only these variables out of the full 26 are 
driven by factor 5. Thus factor 5 is discussed in terms of these two 
The job ennui characteristic in the present study 


particular variables. 


is based on factor 5, and is discussed in some detail below. 
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Factor 5, however, also plays a role in explaining all other vari- 
ables. After all, it is a common factor and is included as part of the 
regression equation for each variable, although not with the highest 
loading in any case except variables 5 and 6. One major guestion that 
arises in discussing common factors is the amount of variance they explain 
in all variables. This effectively amounts to the sum of the loadings 
squared they have on each variable. When all data are standardized, and 
the variance of each variable equals 1, then the total amount of variance’ 
in a series equals the number of variables. Thus, the amount of variance 
in the present study is 26. Squaring the loadings in each variable for 
one particular factor (using principal factor) and adding them gives the 
amount of the variance explained by that factor. This amounts to its 
eigenivalue-\eTheveigen values in) the-S.P.S.S. (Nie et al.,./1975) .are 
compiled for the initial factor matrix. Job change as a factor, for 
example, is factor 3 in the initial factor matrix and has an eigen value 
of 1.88. This amounts to:.7.2% of the total variance in the series of 
variables (i.e., 1.88426). Understandably this figure is cited as an 
important dimension of the factor's role in the study. One popular method 
of cutting off common factors in an ordered series of factors based on 
eigen values is to consider all factors with an eigen value of 1 or 
greater. The philosophy essentially is that factors which explain less 
than this amount of variance are probably not important to the analysis. 
If all factors explained precisely the same amount of variance, then all 
eigen values would equal 1, and the number of common factors would equal 
the number of variables. But typically some factors explain a good amount 
of the variance, and have an aueen value much greater than 1. Having a 


cut-off at 1, then, provides a basis for separating the major common 
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Eactors from what might be called and ultimately becomes the unique 
variance in each variable. Using the eigen value = 1 criterion in the 
present study leads to seven common factors. | 

Factor analysis is used in the present study as a means of grouping 
together variables which are mutually highly correlated as a step towards 
the formation of organizational characteristics. In general, this is 
facilitated by developing a factor solution witeh results in a series of 
common factors which have high loadings on selected variables. Presum- 
ably it is also important to include as many variables in the ultimate 
series of common factors as possible. Strictly speaking, this is pos- 
sible simply by lowering the acceptance level for the values of loadings 
(or correlation coefficients or regression weights). It appears wise, 
however, to have a relatively high acceptance level for loadings simply 
out of good judgment. If a variable has a very low loading on all common 
factors, it clearly is not being explained by these factors and does not 
contribute significantly to knowledge about any of the factors. For 
present purposes, no loading of less than .5 is considered significant. 
This appears reasonable in light of survey findings and is discussed 
further below. 

Factor analysis itself involves three steps in a project as the 
present study. The first step comprises development of intercorrelations 
between variables. The second step represents the compilation of initial 
common factors. The third step involves rotation of these factors with 
the objective of obtaining a solution which contains one distinctive 
factor loading in each variable, and which results in each common factor 
essentially loading high on saneein variables while loading low on all 


other variables. S.P.S.S. handles these three steps within the program 
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"FACTOR. There are numerous rotation procedures which may be adopted. 
Perhaps the most popular is varimax which involves rotating the axes in 
the orthogonal solution to a point where the certain loadings of specific 
variables within a common factor approach 1 while loadings on other vari- 
ables within the common factor approach 0. This "is equivalent to maxi- 
mizing the variance of the squared loadings in each column; hence the 
name 'varimax'" (Nie et al., 1975, p. 485). Quartimax rotation on the 
other hand, centers attention on each variable, and works to have one 
common factor load high on any specific variable while having all other 
common factors load low on the variable in focus. This procedure is done 
for all variables in the study. Equimax rotation attempts to combine 
varimax and quartimax procedures into one procedure. Oblique rotation 
does not require orthogonal factors in the oblique factor structure and 
"the factors are allowed to be correlated if such correlations exist in 
the data" (Nie et al., 1975, p. 486). 

In the present study, factor analysis is applied to the twenty-six 
role perception variables through a series of applications. The results 
of 18 factor analytic outcomes are reported in Appendix C of this study. 
In the terminal solution, six organizational characteristics are derived 
from the factor analysis. The characteristics are titled in an analogous 
fashion to Lawson (1971) but certain of the factors have different compo- 
sitions from Lawson as reported and discussed in the Appendix C. Predic- 
tably perhaps, job satisfaction and group cohesion represent the first 
two. The remaining four characteristics, which comprise variables from 
the Hickson (undated) role specificity series, are titled job change, job 
uncertainty, role definition Ay job routine. A summary of the factor 


analysis is provided in Exhibits 2-1 and 2-2. 
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EXHIBIT 2-1 SUMMARY RESULTS OF FACTOR ANALYSIS 


ORGANIZATIONAL 


CHARACTERISTIC 


Job Satisfaction 


Group Cohesion 


Job Change 


Job Uncertainty 


Role Definition 


Job Routine 


No Name 


* Based on loadings of .5 or greater 


VARIABLE LIST * 


ees LOL? 
ca i Palo ype OF 


24,25, 26 


a 24, 25520 


V = VARIMAX ROTATION 

EIGEN VALUE = 1 

V.= VARIMAX, FORCE 6 
FACTORS . 


165 195 21 
18,195.21 
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The organizational characteristics themselves are best described as 
scores of variables that fall within the separate factors and have high 
factor loadings. To an extent, the approach parallels Pugh et al. (1968) 
where a series of scales representative of dimensions of organizational 
structure were subjected to factor analysis to arrive at a series of 
"underlying" dimensions of structure. These underlying dimensions are 
subsequently referred to as "the" dimensions of organizational structure 
in the Pugh et al. (1969) study of context and structure. There is 
appeal in procedure in the respect that no organizational traits are 
imposed on the data. All characteristics may be regarded as empirically 
derived qualities of the organizations which are reported in the role 
perception variables and isolated through factor analysis. This varies, 
for example, from the framework of Hackman and Lawler (1971) an’ theix 
study of employee reactions to job characteristics. These researchers 
began with six job characteristics, specifically variety, autonomy, task 
identity, feedback, dealing with others and friendship opportunities as 
part of their empirical base (cf. Turner and Lawrence, 1965). There is 
value in both approaches, and the particular job qualities studied by 
Hackman and Lawler have certain acceptance (cf. Sims et al., 1976). The 
present approach has the advantage of ensuring a series of relatively 
independent characteristics, which minimizes the possibility of confound- 
ing underlying influences confusing the data frame. This is particularly 
valuable in exploratory and descriptive research, a category which prop- 
erly reflects the nature of the present study. 

Before proceeding to an outline of the job characteristics in the 
study, it is appropriate to develop a perspective on the general orienta- 
tion of the paper particularly as it relates to factor analysis, organiza- 


tional characteristics and correlation analysis. One of the major outcomes 
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of the application of factor analysis to the role specificity scale 
developed by Hickson (undated) is that the fourteen variables in the 
scale are not all mutually highly correlated in the eee sample. 
Some evidence in other studies, notably Inkson (1970) and Payne and 
Pugh (1976), suggest that this role specificity scale broke into two 
dimensions: role routine and role definition. Four factors break 

out in the present study: job routine, job uncertainty, role defini- 
tion and job change. In the terminal orthogonal factor analytic 
solution, these factors are uncorrelated by definition. The factors 
each represent a linear combination of all variables, some with high 
loadings and some with low loadings in each case. Varimax rotation 
forces these loadings towards 1 and 0 in the factors, serving in a 
sense to amplify the variables which are particularly important to the 
separate individual factors and de-emphasizing other variables. Based 
on the variables with high loadings in a factor, the individual factor 
can be named in accordance with the underlying phenomenon ie variables 
connote. 

It is desirable to more fully examine the nature of role dimensions 
as envisaged in the four separate and uncorrelated factors. In a sense, 
the challenge is to unravel underlying relationships amongst the as 
dimensions themselves (and with job satisfaction and group cohesion 
ultimately). The statement is inherently paradoxical to the extent that 
by developing a factor solution which is orthogonal, there are by defi- 
nition no underlying relationships amongst the factors, and the dimen- 
sions are all independent of one another. It is important to note, 
however, that the separate factors represent different weightings Ob aLk 


variables. Each factor is driven strongly by some variables, and it is 
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these variables which really reflect the character of the factor. To 

a degree, all other variables are spurious. Conceivably weightings on 
variables which are spurious to the character of the factor may cre- 
ate conditions of orthogonality. Thus, although the factors themselves 
are orthogonal and uncorrelated, it appears that the major variables 
which comprise the factors and drive them need not necessarily be orthog- 
onal to one another. This precise circumstance arises in the present 
project, as evidenced in the plots of the orthogonal factors (Exhibit 

2-2 and Appendix E). 

Further, and in addition to this previous point, it is important 
that in the factor analysis of the role specificity scale itself (vari- 
ables 1-14), the principal variables in each factor were precisely the 
same in both the orthogonal varimax and oblique solutions (Exhibit Cl, 
columns 9 and 10). This perhaps unusual circumstance indicates that a 
factor analysis which allows some correlation amongst factors uGie ssithe 
oblique technique) leads to a solution which parallels the orthogonal 
solution in terms of the basic character of the factors as reflected in 
variables with high loadings. Even the magnitude of the loadings is 
comparable in the two solutions, which might suggest that it is the vari- 
ables with low loadings in the factors which distinguishes the orthogonal 
solution from the oblique solution. The oblique solution has the follow- 


ing correlation matrix for factors, confirming a solution which lacks 


orthogonality. 
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This correlation matrix is based on factor scores derived from the 
oblique solution (n=621), and it is clear that there are underlying 
relationships amongst the factors. Since the basic eHaeecter and 

major variables of these factors is similar to the orthogonal solution, 
the matrix fortifies the argument that underlying relationships are 
prevalent amongst key aspects of the factors. It is desirable to pur- 
sue this avenue as a major direction of the project. To summarize, 
from the plots of the orthogonal factors and a study of relationships 
of principal variables within the factors, and from the oblique solu- 
tion of the role specificity scale, it appears that although the factors 
in the Ge hosona!! solution are uncorrelated and four independent dimen- 
sions fall out of the job routinization scale, when these factors are 
viewed in terms of their driving variables, underlying relationships 
are prevalent in the data. 

One approach to studying underlying relationships in the data would 
involve taking factor scores from the oblique solution(s) and examining 
the data amongst one another. This avenue represents a major departure 
from the previous work with the survey information on which this project 
is built. Further, this alternative is not consistent with the choice 
of the orthogonal varimax force 6 solution for the study which has in- 
tuitive advantages in the project as noted in Appendix C. A second 
approach to further work involves the generation of scales for the 
organizational dimensions based on the terminal factor analytical solu- 
tion. In this sense, the role perception variables are treated as a 
slate of questions which are formed into scales based on the factor 
analytical solution. Selltiz ere! (1959) distinguish two traits common 


to questionnaires which are used to form scales: "the items (variables) 
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must elicit responses that are psychologically related to the attitude 
being measured” (p. 357) and "the scale (must) differentiate among 
people who are at different points along the dimension being measured" 
(p. 358). The first point suggests that two related variables at a 
minimum must be party to a scale in order for the dimension in focus 

to be confirmed, and the variables must be mutually highly correlated. 
Variables which are not correlated must be discarded since they are 

not measuring the underlying phenomenon. The usage of the Likert-type 
scale on each variable in the present study meets the second point 
noted. From the orthogonal factor solution, certain groups of vari- 
ables fall together with high loadings on certain factors, while other 
variables fall together with high loadings on other factors. It appears 
viable to develop scales out of the variable groupings, and Lawson (1971) 
follows this approach. The present project represents an extension of 
Lawson’s work and adopts the same approach. The action format essen- 
tially involves stripping the variables which drive separate factors, 
and grouping them together into scales with unit variable weightings. 
The subsequent scores of variable groupings are termed organizational 
characteristics. Variables which are spurious to a factor are removed, 
and variables which are retained are given equal weighting in the scale 
scores or organizational characteristics. The characteristics may then 
be explored amongst one another to uncover underlying relationships in 
the data, and to acquire a broader perspective of role relationships in 
the work place. The basic zero-order correlation matrix for the four 


dimensions of job routine, job uncertainty, role definition and job change 


based on scale scores follows.’ 
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Job Job Role Job 


Routine Uncertainty Definition Change 
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Job Uncertainty ae 1.00 Seer .30 
Role Definition 26 rac gl At 1.00 - .08 
Job Change scape SS sou = .08 1.00 


The matrix (n=577) compares in general to the texture of the correlation 
matrix of the oblique factors. This is expected since the scale scores 
are based on the principal variables of an orthogonal factor solution 
whose structure parallels the oblique solution in terms of principal 
variables. 

Lawson (1971) used factor analysis to develop political and organ- 
izational scales from a series of political and organizational variables. 
Her analysis included cross-study of the political and organizational 
scales, and study amongst a number of the political scales themselves. 
The present paper centers on examination of the organizational scales 
themselves. Both studies, therefore incTude examination of relationships 
amongst scales which are based on a factor analysis of variables and a 
varimax solution. 

Overall, factor analysis is used to examine the nature of the 
initial scales in the study, specifically role specificity, job satis- 
faction and group cohesion; and further, to break variables into groups 
which have variables that are mutually highly correlated. The basic 26 
by 26 correlation matrix in the project contains information on which 
such groupings are possible, but the intercorrelations are relatively 
weak and a clearer picture of mutually correlated variables is possible 
by factor analysis. With the expectation that certain underlying rela- 


tionships exist amongst groupings of major variables based on factor 
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analysis, it is perhaps equally expected that an oblique factor solution 
would lend itself to the data. The oblique solutions (Exhibit Cl, columns 
6, 8, 10 and 17) contribute significantly to an ppdeaeeandene of the data, 
In particular, the oblique solution to the role specificity scale bears 
out analogous to the orthogonal varimax solution in terms of groupings of 
major variables. Since the orthogonal varimax force 6 factor solution 
provides the most favourable overall picture of the 26 role perception 
variables, it is chosen as the terminal solution. Its ties with the 
separate varimax and oblique solutions to the role specificity scale and 
to the job satisfaction and group cohesion scales, however, are instru- 


mental to this choice. 


Di. ORGANIZATIONAL CHARACTERISTICS AND SCORES 


I, Job satisfaction 

Six variables comprise job satisfaction as an organization charac-— 
teristic (Exhibit 2-3). Conceptually job satisfaction represents a 
general measure of satisfaction which includes member reaction to a number 
of aspects of concern and involvement in the work organization: satisfac- 
tion with the company as a whole (15), salary (16), the kind of work or 
the task done (17), personal Re aa an ce the company as it relates to the 
individual (18), and supervision (19), together with a measure of how well 
the job allows the individual to do things that the person is best at (21). 
Job satisfaction is reasonably well clustered with respect to all other charact- 
istics: (Exhibit 2s It proves to be orthogonal to job change, job 
uncertainty, and role definition, but is not strictly orthogonal to group 
cohesion and job routine (ibid., Appendix E) suggesting a lack of independ- 


ence with these latter characteristics. In general, most respondents have 
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EXHIBIT 2-3 JOB SATISIFACTION CHARACTERISTIC 


(a) Composition 


Variable ed es Factor 
ae ae ae Variable Brera 
Number Seman atera te Loading 
LS On the whole, how satisfied are you 
with the company where you work? . 80 
16 How satisfied are you with your 
; present salary? Bae: 
ley How satisfied are you with the kind 
of work (or task) you do? oh ba 
18 How satisifed are you with the progress 
you have made in this company? 74 
19 How satisfied are you with your 
present supervisor? 64 
Ze How much does your job give you a 
chance to do the things you are best at? 64 


(b) Original Scale (Original scale is reversed for research compilations) 


Nee Original Scale 
Number(s) ee ee 
Neither 
15-19 Completely Well Satisfied Nor A ddd blke Very 
Satisfied Satisfied Dissatisfied Satisfied Dissatisfied 
it Z 3 4 5 
AeiL No Chance Very Little Some Fairly Good Very Good 
At All Chance Chance Chance Chance 
5) 4 3 2 1 


(c) General Response Based on Relative Scale Score Levels 


Level of Job Range of Number of Percentage 
Satisfaction Scores Respondents Respondents 
Low 6-13 21 4 
Medium 14-22 306 53 
High 23-30 250 43 
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a medium or high level of satisfaction with their jobs (Exhibit 2-3). 
Azumi and Hage (1972) distinguish between morale or job satisfaction 
and alienation as part of their introductory note to a series of readings 
on performances and goals of the organization (Chapter 5). They argue 
that "morale or job satisfaction typically refers to how happy the workers 
° 
or managers, or, in short, all the members of the organization are with 
their work, pay, fringe benefits and so on. Alienation is more related 
to whether the work has any meaning and whether the individual works for 
extrinsic reasons such as money or intrinsic reasons such as enjoyment of 
the job." (p. 419). Accepting this terminology, it would seem that the 
characteristic in the present study includes items reflective of both 
morale or job satisfaction and alienation. No attempt has been made to 
discern respondents’ job expectations and need satisfaction levels (cf. 
Porter and Lawler, 1965) in a direct fashion. The fact that the survey 
population is a relatively homogeneous group may well control for these 
elements across the sample. The job satisfaction variable appears to 
provide a comprehensive measure of the worker's reaction to the job in 
terms of satisfaction or alienation realized, and should be comparable 
to the usage of the term in most empirical studies along this line (cf. 
Aiken and Hage, 1966; Blauner, 1960; Porter and Lawler, 1965; for example). 
It is classified as a performance or output variable for purposes of this 


study, in line with Pugh et al. (1969), Hage (1965) and Triandis (1966), 


amongst others. 


2. Group Cohesion 


On a continuum as an organization characteristic in this study, group 
cohesion relates to the way the men get along together in the work group(s) 


in the organization (24), the way the men stick together (25), and the way 
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men help each other on the job (26). It is a relative measure in the 
respect that the ‘eels a dala is asked to compare his group with other 
groups on the three points in focus (Exhibit Dahy Group cohesion is 
tightly clustered against all other characteristics in the factor analy- 
sis, and is orthogonal to all characteristics excepting job satisfaction 
(Exhibit 2-2, Appendix E). Most respondents are at a medium or high level 
of group cohesion; specifically, 58% judge their group cohesion as medium 
and 38% judge their group cohesion as high (Exhibit 2-4). 

Groups constitute a first level of interaction between persons in 
society as a whole and in work organizations. They form one of the most 
important points of attention in understanding behavior and performance 
in work organizations, an argument which is possibly foremost in the land- 
mark findings of the Hawthorne studies which “enabled us to assert that 
(a) major preoccupation of management must be that of organizing teamwork, 
that is to say, of developing and sustaining cooperation (amongst workers 
in the work place)" (Mayo, 1949, p. 229). 

It might be postulated that groups in work organizations may be of 
two types: formal and informal, contingent on whether or not they are 
sanctioned by management. Groups often form in companies with or without 
the blessing of management. Bureaucratic principles which stress special- 
ization of task and hierarchical authority (Weber, 1946) may be interpreted 
to hold a certain isolation of the individual in the job, even as a part 
of a work unit. Formal groups may be sanctioned by management as an 
organizational form within overall company structure as a part of posi- 
tional interaction (cf. Triandis, 1966). On the other hand, when formal 
groups are not developed as a part of structure, or when workers seek 


alternative affiliation with others within the work setting, often workers 
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EXHIBIT 2-4 GROUP COHESION CHARACTERISTIC 


(a) Composition 


Variable e Veins Factor 
Number —— Loading 


How does your work group compare with 
other work groups in the company on 
each of the following points? 


2a The way the men get along together: 81 
6 The way the men stick together: po | 
26 The way the men help each other on 

the job: Sith 


(b) Original Scale (Original Scale is reversed for research compilations) 


Better than most 
About the same as most 
Not as good as most 
Don't know 


OWN FR 


(c) General Response Based on Relative Scale Score Levels 


Level of Group Range of Number of Percentage 

Cohesion Scores Respondents Respondents 
Low 3-4 24 4 
Medium 5-7 334 58 
High 8-9 219 38 
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form informal groups in the company, sometimes within the work unit, 
perhaps cutting across work units. The natural growth of informal 
groupsSand of informal activity by workers may be spurned by conditions 


" experienced by workers (Argyris, 


Ola ecoutiict,. Lrustration,( failure 7. . 
1960, p. 269). The Hawthorne tests showed that groups have a direct and 
major effect on organizational performance. "The working group as a 
whole actually determined the output of individual workers." (Mayo, 1949, 
p. 225). Since these results were published, much of the organizational 
literature has dealt with the subject of groups in organizations. Much 
of this literature is born out in the human relations school of thought, 
which, following Lichtman and Hunt (1971) may be viewed in terms of 
modern structuralists like Merton and Argyris, and of personalistic 
theories as espoused by Lewin and Likert and captured in concepts like 
group dynamics and power equalization (cf. Leavitt, 1965). 

The importance of considering the position of groups in examining 
organizations is well entrenched. There may, however, be some danger 
in overstating the case. Groups and particularly informal groups may 
be far less numerous than many writers suggest. Etzioni (1971) points 
out, for example, that "there is mounting evidence ... the frequency with 
which workers are members of solidary work groups has been grossly over- 
stated (in industrial organizations)" (p. 269). Elsewhere he notes that 
"the structuralists in their organizational researches found that informal 
work groups are not so common and the majority of workers do not belong to 
any" (Etzioni, 1964, p. 46). Bennis (1964) discusses the shifts in group 
characteristics which he envisages as a part of the current change in 


organizations toward more organic, adaptive structures, a change which 


is shared in principle by Toffler (1970). 
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"There will be a reduced commitment to work groups. 
These groups ... will be transient and changing. 
While skills in human interaction will become more 
important due to the necessity of collaboration 

in complex tasks, there will be a concomitant 
reduction in group cohesiveness." (p. 337) 

To abstract, it appears necessary and desirable in work organizations 
to often have men working together to get a job accomplished. This is the 
nub of the formal work group, the individual working with others, and 
connotes a certain structure in the organization. "It is the difference 
between an individual acting directly upon a material to be changed (job 
technology) and an individual interacting with other individuals in the 
course of trying to change that material (structure)." (Perrow, 1967, 

p. 272). Often these groups have a lasting quality to them, their member- 
ship remains relatively constant over time, positions are not shifted, 

and members can develop work group ties, both formal and informal. Follow- 
ing Etzioni, perhaps too much emphasis has been placed on informal ties 
historically. Group cohesion as an organizational characteristic in the 
present study directs attention to the formal work group to which the 
member belongs, and elicits response to questions which may be affected 

by formal and informal ties that the member has within the group. It is 
thus a measure of overall group cohesion with a structural root. Porter 
and Lawler (1965) define organizational structure not simply as the posi- 
tions and parts of a collectivity but include "their systematic and rela- 
tively enduring relationships to each other" (p. 269) as a portion of the 
terminology. Group cohesion in this study reflects an important aspect 

of this quality. Further, Triandis (1966) classifies group characteris- 
tics as size, permeability, viscibility (absence of strife), heterogeneity, 


fit and cohesiveness as structural variables in the organization. Informal 


circumstances within the formal work group may affect the degree of group 
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cohesiveness indicated in the present study. Persons may not help one 
another on the job, for example, not because of the formal structural 
requisites of the job, but simply because they do not wish to help one 
another (variable 26). Expressive relationships may thus have an impact 
on the indicator. This example, however, properly reflects low group 
cohesion, and properly is a part of an overall measure of group cohesion. 
To pursue this example further, Aiken and Hage (1966) have a variable 

that they call alienation from expressive relations which measures "dis- 
satisfaction in social relations with supervisors and fellow workers" 
(1966, p. 497). Two questions were asked: how satisfied are you with 
your supervisor, and how satisfied are you with your fellow workers. 
Direct counterparts to these questions were asked in the present study. 

In the factor analysis, the former question fell into the job satisfaction 
measure (variable 19) and the latter question (variable 20) did not readily 
lend itself to any of the factors and was omitted from the final slate of 
characteristics (see Exhibit 2-9). It is, therefore, difficult to compare 
the group cohesiveness measure in this study with the alienation from 
expressive relations measure as defined and operationalized by Aiken and 
Hage. 

The population in the present study is defined as white collar and 
Managerial in nature. Many of the respondents can relate to a more or 
less formal work group with an enduring membership. In line with Bennis 
(1964) and Toffler (1970), many might relate to participation in groups, 
but the groups might not have an enduring membership, and indeed the goals 
of the groups as decision-making bodies may vary according to changing 
tasks. Formal groups may be formed to coordinate skills in the resolution 


of a problem facing the company, with membership in the group drawn from 
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disciplines which are appropriately involved in the problem settlement. 
Once the problem is resolved, the group is disbanded, and new groups form 
as new problems are encountered, The composition of groups, their size, 
and time horizon all vary with the problem. It is therefore important 
for organizational members to be effective in groups, but, as Toffler 
(1970) points out, "there (is) a concomitant reduction in group cohesive- 
ness." (p. 337, see above). This type of situation is perhaps more prev- 
alent in companies facing a changing environment (cf. Thompson, 1967; 
Lawrence and Lorsch, 1969) or dealing with dynamic technologies, and in 
positions dealing with these phenomena. It is difficult to judge what 
impact this circumstance has on the group cohesion measure in this study. 
To the extent that group cohesion can be related to job uncertainty (and 
job routine), a certain degree of analysis can be undertaken. This area 
of inquiry is pursued in the ensuing Ree aee: In general, it is perhaps 
fair to say that the group cohesion measure is somewhat tempererd by the 
incidence of transitory groups, but the prevalence of these types of 
groups as it relates to the response in the study is unknown. 

In their study of employee reactions to job characteristics, Hackman 
and Lawler (1971) have two variables which tie into the element of group 
involvement as a part of the nature of jobs. To measure the job dimension 
of "dealing with others", they asked respondents "to what extent is dealing 
with other people a part of your job?" on a scale marked very little, mod- 
erately and very much. To measure the job dimension of "friendship oppor- 
tunities" they asked respondents "to what extent do you have the opportunity 
to talk informally with other employees while at work?" on the same scale 
(p. 222, emphasis removed). The measures of dealing with others and friend- 


ship opportunities are deemed independent job dimensions within their model, 
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and are subsequently related to other job dimensions and such dependent 
variables as satisfaction, performance and absenteeism. The group in- 
volvement dimensions may consequently be interpreted as at to company 
structural conditions. Similarly, in the present study, the group cohe- 
sion characteristic is considered to reflect a structural quality in the 
work organizations of which respondents are a part. It is appropriate 
to probe ties between group cohesion as a structural characteristic with 
other structural characteristics and with performance and contextual 


characteristics. 


3. Job Change 


Job change as an organizational characteristic represents the extent 
to which the content of the position occupied by the respondent has 
changed over the course of the past year (5), and as a projection, the 
extent to which the content of the position is anticipated to change in 
the ensuing years (6) (Exhibit 2-5). The factor loadings on the two 
component variables are both high: .81 and .84 (2-5). It is tightly 
clustered and orthogonal to each of job satisfaction, group cohesion, 
role definition and job routine. The absence of strict independence from 
job uncertainty is pursued later in this paper. Job change is distin- 
guished from job routine by definition for purposes of this study. Job 
change is regarded as a structural feature of the organization involving 
content changes in the job over a period of time, specifically one year 
in retrospect and one year in prospect. Job routine is a technological 
feature of the job involving part of its task and response dynamics. 
Conceivably a job may thus be routine in nature and also possess change 
over time. As such, the two characteristics are independent features of 


the role. The general response to job change indicates a distinct modal 
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EXHIBIT 2-5 JOB CHANGE CHARACTERISTIC 


(a) Composition 


gs Variable 
Number a 
05 How much of the content of the job 
you are now in has changed in the 
past year? 
06 How much of the content of the job 


you are in now do you anticipate 
will have changed in a year's time? 


(b) Original Scale 


Most Quite A Lot Some 
5, 4 3 


(c) General Response Based on Relative Scale Score Levels 


Level of Range of 
Job Change Scores 
Low 2-4 
Medium 5-7 
High 8-10 


A Little 


2 


Number of 


Respondents 


155 
302 
120 


SET 


Factor 


Loading 


OL 


Almost None 
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group of respondents - 52% - with a medium level of job change, and a 
relative split amongst the other respondents, with 27h classified as low 
in job change and 21% classified as high in job change (Exhibit 2-5). 
Pugh et al. (1968) spelt out six "primary" dimensions of organiza- 
tional structure. These were specialization, standardization, formali- 
zation, centralization, configuration and flexibility (see Chapter 1 for 
details). The first five of these dimensions were operationalized. 
Flexibility, on the other hand, which specifically "involves changes in 
structure” (Pugh et al., 1968, p. 444) was not examined empirically within 
the Aston Groups’ study of organizational dimensions (ibid.) and context 
(Pugh et al., 1969) of structure because of the requirement for a longi- 
tudinal frame, ostensibly unavailable or too costly to develop. These 
studies were centered on objective data, and the complications presented 
by flexibility as a structural characteristic to be measured are clear. 
Although the present study also lacks a longitudinal frame (it is a cross- 
sectional analysis like the Aston papers) the two variables which fall 
into the job change characteristic are of a time-related nature, and 
indicate "flexibility" in the content of the job and thus structural 
amendment to the job, based on recall and projection by the incumbent 
to the job. This avenue is open to the present study because it is based 
on role perception and not objective data, and thus can be examined 
empirically within a cross-sectional file. The requirement for a longi- 
tudinal file can be dropped. This methodological difference is reviewed 
in the research strategy note which accompanies this paper as Appendix B. 
Job change in routine jobs may be generated for one of at least two 
reasons: to adapt the job to aired ae job requirements, or to modify the 


job in order to break the routine of work and provide the incumbent with 
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a degree of variety within the work setting. The first eee et offered 
suggests that a job may be relatively routine in nature in the Sasi 
with certain specified requirements of it. Through time, however, pos- 
sibly because of changes in the technology of the firm or ehaneee in the 
task environment of the firm, the nature of the jobs must be changed to 
introduce new technology or cope with the environmental shifts. The 
modified jobs may themselves be routine, but they are changed. This 
argument is compatible with Thompson (1967) in his discussion of short- 
run certainty and long-run flexibility in the administrative process 
(Chapter 11). Organizations seek to routinize jobs, particularly within 
the technological core, but the routinized jobs must be adapted to re- 
flect changes eminating from or brought about through technology or the 
firm's environment. "Survival requires adaptive as well as directive 
action in those areas where the organization maintains discretion." 

(p. 148, emphasis removed). 

The second reason for job change is rooted in a belief that job 
change in itself creates a work atmosphere more conducive to goal attain- 
ment. "It has been shown that simple, routine nonchallenging jobs often 
lead to high employee dissatisfaction, to increased absenteeism and turn- 
over, and substantial difficulties in effectively managing employees who 
work on simplified jobs." (Hackman and Lawler, 1971, p. 215). Some form 
of job change may serve to minimize the difficulties. Ina limited con- 
text, this job change may amount to a degree of variety for incumbents 
of the work place, comparable to job rotation perhaps (Sayles and Strauss, 
1966, pp. 48-50). Variety in the work task is often cited as a correlate 
of job satisfaction (Katz and ne 1967). In an expanded fashion, job 


change may connote or lead into the concepts of job enlargement, job 
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enrichment and job redesign which are addressed by Argyris’ (1957, 1960), 
Herzberg (1966) and Myers (1970), amongst others. 

Job change in jobs which are typically nonroutine ig) PK may 
imply a redundancy in terms, or alternatively, may suggest that job 
definitions are periodically amended to show certain aspects of the job 
which have some (temporary) value in relating the position to the 
organization as a whole. Inkson et al. (1970) have shown, for example, 
that there is a tendency for roles to be more formally defined in the 
United States than in Britain. "In the U.S. definition of a role is 
primarily a matter of documentation, whereas in Britain, it is, a matter 
of tradition and practice." (p. 362). If the present sample is more 
reflective of American inclinations, and if the tendency is prevalent 
for all jobs, whether routine or nonroutine, it may be that job change 
is generated by the need to keep written job definitions current. This 
would amount to more of a problem with higher levels of nonroutine and 


role definition associated with the job. 


(Ob Uncertainty 


Job uncertainty represents a combination of four variables (Exhibit 
2-6). As a composite measure, it indicates the frequency with which 
problems occur in the job which have i as occurred before (8), the 
frequency with which matters arise requiring fresh knowledge or new 
skills (9), the frequency of unforeseen things happening in the job (10) 
and the frequency of the respondent switching from one thing to another 
as part of the job (12). The characteristic is tightly clustered and 
orthogonal to job satisfaction and group cohesion. It is not tightly 
clustered but is orthogonal to role definition. With respect to both 


job change and job routine, however, job uncertainty is neither tightly 
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EXHIBIT 2-6 


(a) Composition 


Variable 
Number 


08 


09 


10 


12 


Variable 


How often do major problems occur 
in your job which have never occurred 
before? 


How often does something come up in 
your work which necessitates acquiring 
fresh knowledge or new skills? 


How often do completely unforseen 
things happen in your job? 


How often do you have to switch from 
one thing to another? 


(b) Original Scale 


Most 


5 


(c) General Response Based on Relative Scale Score Levels 


Level of 
Job Change 


aeoencrenapeservannsceensaasteemgees Pores 


Low 
Medium 


High 


Quite A Lot Some A Little 
4 3 2 


Range of Number of 
Scores Respondents 
4-8 48 
9-15 414 
16-20 ILS: 


JOB UNCERTAINTY CHARACTERISTIC 


Factor 


Loading 


- 69 


74 


- 66 


Almost None 
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clustered nor strictly orthogonal. A tentative proposition that flows 
from the absence of independence between job uncertainty and job change 
is that uncertainty may be associated with change, a Sa eee con- 
sidered in greater detail as the paper progresses. Similarly, job un- 
certainty and job routine appear to have underlying ties ae pur- 
sued in the discussion of both characteristics. Of the survey respond- 
ents, 8% are at a low level of uncertainty, 72% are at a medium level, 
and 20% reported a high level of uncertainty as measured here. 

Conceptually the term "uncertainty" as it relates to organizational 
theory or the study of organizations is. widely employed. Thompson (1967) 
postulates that the degree of uncertainty faced by the organization and 
the organization's ability to reduce and cope with this uncertainty pro- 
vide important differentiating dimensions of organizational understanding. 
He views the task environment in which the organization is operating and 
the technological imperatives in the company as the two prime origins of 
uncertainty for the organization. This latter position gains support 
from Burns and Stalker (1961) where they distinguish between mechanistic 
and organic organizations in large part as a function of the degree of 
uncertainty facing a firm in its environment and technology. When uncer- 
tainty is low, the organization tends to be structured in a mechanistic 
(cf. bureaucratic) fashion. When uncertainty is high, the organization 
tends to be structured quite differently, in a form called organic or 
organismic, reflected in the electronics industry for example "which (was) 
confronted with rapidly changing commercial circumstances and a much 
faster rate of technical progress" (Burns, 1963, p. 47). 

Lawrence and Lorsch (1969) pursue environmental uncertainty as 


central to the organizational issue of appropriate differentiation and 
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integration. Like Burns and Stalker (1961), they argue that organiza-— 
tions appear to order their parts and positions differently in line with. 
the level of uncertainty they face in their environment. Operationally, 
Lawrence and Lorsch developed a yardstick for Measuring environmental 
uncertainty on three environmental issues: "the clarity of information, 
the uncertainty of cause and effect relationships and the time span of 
definitive feedback scores have been combined to get a total uncertainty 
score” (1969, p. 28). Using this yardstick against different forms of 
successful organizational structure they drew the following conclusion: 

"The states of differentiation and integration in 

effective organizations will differ, depending on 

the demands of the particular environment. Ina 

more diverse and dynamic field, such as the 

plastics industry, effective organizations have 

to be highly differentiated and highly integrated. 

In a more stable and less diverse environment, 

like the container industry, effective organizations 

have to be less differentiated, but they must still 

achieve a high degree of integration." (p. 108) 
Thus the level of uncertainty in the environment in which a firm is 
operating appears to be central to the analysis of organizational struc- 
ture. In this sense uncertainty may be viewed as a key contextual vari- 
able of organizational structure. 

Hickson et al. (1971) in a study of intraorganizational power sug- 
gest that "uncertainty may be defined as a lack of information about 
future events, so that alternatives and their outcomes are unpredictable” 
(p. 542). They argue that "organizations do not necessarily aim to avoid 
uncertainty nor to reduce its absolute level ... but to cope with it” 

(p. 543). This argument is compatible with Thompson (1967) where he 
posits "that organizations cope with uncertainty by creating certain parts 


specifically to deal with it, specializing other parts in operating con- 


ditions of uncertainty or new certainty" (p. 13). Hickson et al. 
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hypothesize that "the more a subunit copes with uncertainty, the greater 
its power within the organization” (1971, p. 543). It appears that an 
organization as a whole faces a certain level of uncertainty, and in 
turn different parts and positions within the organization face uncer- 
tainty and cope with it, while others operate under more certainty. 

Just as an organization has an environment in which it operates, 
each job in the organization has an environment or context within which 
the job is set. The incumbent to the job has a task to accomplish in 
accordance with the objectives of the organization. Perrow (1967, 1970) 
suggests that the technology of a job has two dimensions, a stimulus and 
a response. This essential dichotomy is in line with March and Simon 
(1958) in their discussion of probionscaluine (Chapter 6). An occupant 
in a job "receives stimuli (orders, signals) to which he must respond 
..- (and) he "searches’ his mind to decide what kind of a response to 
make" (Perrow, 1970, p. 76). One or both of the stimulus and response 
in a job may hold variability for the job holder. If, for example, the 
job is part of a subunit in the organization designated to cope with 
environmental uncertainty, the stimulus often holds variability. "Uncer- 
tainty might be indicated by the variability of those inputs to the 
organization which are taken by the subunit." (Hickson et al., 1971, 

p. 543). To generalize, variability of stimuli can be viewed in terms 
of "the variety of problems which may lead to search behavior” (Perrow, 
1970, p. 77), and can be associated with job uncertainty. 

Similarly, response mechanisms may vary, procedures may be unclear, 

and approaches to stimulus resolution may be less than obvious. Pfeffer 


et al. (1976) in a study of uncertainty and social influences in decision- 


making make the following point: 
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"Uncertainty is defined in the present study as a 

lack of consensus about purposes and the means of 

achieving them; when uncertainty is high, the 

ability of a decision-maker to apply universalistic 

eriteria is difficult. Yet the need to make a 

decision remains.” 
For whatever reasons, a lack of ends and means consensus or an absence - 
of established problem-solving procedures being two, the response made 
in a job to the stimuli received may be viewed along a continuum of 
uncertainty. Cooper (1972) in his development of a framework for 
examining technology, distinguishes between task eee aiaey and response 
uncertainty within the construct of skill variety as a technological 
dimension. Using the variables from Turner and Lawrence (1965), Cooper 
uses task uncertainty to relate to matters as the "degree of ambiguity 
of remedial action required to correct routine job problems ... (the) 
number of people required to interact with at least every two hours ... 
(and) the number of parts, tools and controls to be manipulated", as 
part of the job (1972, p. 141). On the other hand, response uncertainty 
relates to matters as the "amount of worker latitude in selection of 
work methods; in selection of work pace; in accepting or rejecting the 
quality of incoming materials; in securing outside services ... (the) 
amount of time required to learn to perform job proficiently ... (and 
the) amount of time worker is free to choose to leave work area without 
reprimand" (ibid.). This integration of Turner and Lawrence appears to 
cut a swath across the more traditional job dimensions of variety, auton- 
omy , ee, identity, qeaitae with others and friendship opportunities 
(cf. Turner and Lawrence, 1965; Hackman and Lawler, 1971; Sims etval., 
1976). Perhaps job dimensions as variety, autonomy, and dealing with 


others, for example, can be related to one or both of the task and the 


response which are parcel to the skill set within the job. Conceivably 
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these dimensions could hold variable or different Magnitudes within each 
of the task and the response, and thus uncertainty may be large in ae 
area and distinctly less in the other area. This broaches Perrow's 
argument that jobs may often hold some routine and some nonroutine. 
Conversely, jobs may hold some uncertainty and some certainty. 

Job uncertainty in the present study essentially measures the 
incidence of new problems in the job (8) which perhaps require new 
knowledge (9) and which are unforeseen (10) although possibly not 
unexpected. Further, the incumbent often is switching from one thing 
to another on the job (12). Elements of uncertainty in both stimulus 
and response are present within the characteristic. Alternatively and 
similarly, there are overtones to both task uncertainty and response 
uncertainty within the job. The occurrence of job uncertainty as an 
organizational characteristic does not, however, preclude the occurrence 
of job routine as an organizational characteristic as well. The argument 
is simply that jobs and organizations often and perhaps for the most part 
operate within the context of some uncertainty and some routine. Mana- 
gerial positions may be in the forefront of this circumstance. The un- 
certainty and the routine may be related to one or both of job stimulus 
and response. Often they provide contrasts to each other on one yard- 
stick. Often they are separate characteristics. The present study views 
job uncertainty and job routine as separate organizational characteristics 


with underlying bonds of association. This position is picked up in the 


discussion of job routine below. 


5. Role Definition 


Role definition measures how precisely responsibilities in the job 


are laid down (13) and how precisely it is laid down which decisions the 
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incumbent to the job can take himself (14) (Exhibit 2-7). Role defini- 
tion is tightly clustered and strictly orthogonal to job satisfaction, 
group cohesion, job change and job uncertainty. It is Cienely clustered 
with respect to job routine but is not strictly orthogonal to this char- 
acteristic suggesting a lack of independence with routine as a separate 
factor. The general response in the role definition characteristic 
indicates 7% of respondents are at a low level of definition, 45% are 

at a medium level and 48% are at a high level (Exhibit 2-7). 

The term role is used to indicate the expected behavior of a person 
occupying a position within the organization. "By role we mean the 
behavior expected from a person in the particular position." (Etzioni, 
1964, p. 82f, emphasis removed). In this sense, a person may be viewed 
as filling a position and performing a role in an organization. A manager 
in a marketing department, for example, fills a position, Vice-President 
of Marketing perhaps, and in this position performs a role. This role 
is his expected behavior on the job. Within the total organizational 
structure and operation, it is important that persons filling positions 
and performing roles conduct themselves in accordance with role expecta- 
tions. Specializations within the organization are linked, for example, 
and failure to adhere to roles may lead to a breakdown in the system, 
affecting effectiveness and efficiency. A certain image may be associ- 
ated with a position, and is built into role expectations. Failure to 
portray that image and thus adhere to the expected behavior of the posi- 
tion may well affect the image of other occupants in similar positions 
in the organization and successors to the present incumbent. Actions of 
policemen and military personnel while in uniform are cases in point. 


Kahn et al. (1964) argue along this line that "one of the great inherent 


vndtob vaign’ > tek) eoeegay eos). “etl “iain 
My ; Wy basil Oe eas) onsale es sii am 
bah wt a a! eeudieoens 
eS Lagi ton wk sae det tid 8, 6 
\euarryt dd See tabi dotnd: be staat é atiiouene > 
ed ae ele: | sown cation . 
pte hee Ele | « m ri shi ag xy 
aie) Lewy | a a ae iat 5 Glebe Kavala 
r ‘wiatrstlels ‘putt stavthad-o@ Repeat ier ead ae 
“gt? Pr fase ws a2 aba aolsteoy m 
oe sh ty hese ys? ws ore w woee bosoms, ma 
oungh 6349 8 — a shia ut or, nae 
viele « % epee ting Rabe | welsten? 6 ‘ aT 
th tihs 4 idly hentai etamecenanet ooiteaeaae ae 
atone. an dinp WARS fit bis. peat Gaba ia 
BPs ia “ i ny: 
ee) ano omar P ah wh ove ab reading betongaa, ¢ " 
| cin “ope dahil ok $e Anak Perego bis o-uidos 
-t Pe ‘eT, wnaetvatenst saushnos aot oX tna ‘a 
» army 37 | ir waa Liles gaa ote eito te wat >anhinr vege | Faters r. 
; 


fiat Pea sei) 03 rationed yet Bent ym 4$io7 69 mravite ov enti bre.” 


’ a 


wel wos Che nyc) sheep 4% wingite tun : phaamieee pakdoul ta: " 

= 2 e. f = ‘ ¥ q 
j emient Jeeel Spegegiefes ery: 21h ol Wie) ,enksiaog 's tke bi ha i 
PtP. : fay edad a 

ti a mao sd ed Lott inioe “2 ‘ba auris* toe o_@mt dary. VaTyt0q i 
os, i . : ww : any, 
i . & a ; , ., 
Loy, Thy Fa COS, SRR ‘senlee fe oyun ate dit? si 8 ek? “aa 


“ i 
i 


TY) @ncLaar ok Sites RY GREETS ah rer ‘le ao kins deny, an ae 
Se UNt Meee cee ee » ne opera ‘laa bns romesiti? ey 


fa, % il 


bautoith! tense od ie a a vant ase arabs dans Cheesy ied 36 ‘artes, a 


i 


mth & 2 


’ dic 71 Unt 
: . as A'4 
; : re ee 


EXHIBIT 2-7 ROLE DEFINITION: CHARACTERISTIC 


(a) Composition 


Variable ‘ Factor. 
A ettealibefiarkon Variable PEE ries 
Number Se Loading 
1b, How precisely are your responsibilites 
laid down? -68 
14" How precisely is it laid down which 
decisions you take yourself? whe = 


(b) Original Scale (Original scale is reversed for research compilations) 


Very Fairly Not Very Very Not Laid 
Precisely Precisely Precisely Precisely Down At All 
ib 2. 3 tay: Ss 
(c) General Response Based on Relative Scale Score Levels 
Level of Role Range of Number of Percentage 
Definition > S\elopdas) Respondents Respondents 
Low 2-4 38 i 
Medium 5-7 262 45 
High 8-10 BIT) 48 
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needs of any organization is dependability of role performance" CDstou re” 
With the importance of role performance, it is clear that a yeah fill- 
ing a position must understand his role. One tool ade hie to manage- 
ment to expedite this understanding is to define the role for the incun- 
bent to the position. Parameters are enunciated for the role, often in 
writing. Certain of these parameters which are designed to guide the 
actions of the individual in the position may be quite broad and allow 
some latitude; other parameters may be quite confining. In terms of an 
incumbent's perception of his role, role definition may be said to repre- 
sent "the extent to which (persons) perceive their jobs and authority to 
be constrained within fixed limits" (Inkson ee ale toy pe soo) iia 
description connotes the use of the term role definition in this study. 
Job networks are frequently classified (in writing) in organizations. 
The presence of the organizational chart with positions falling into 
hierarchical relationships is encountered within many formal organiza- 
tions, and particularly the more bureaucratic or mechanistic types of 
organizations. Following Pugh et als (1968)> this scenario is represent- 
ative of a high degree of configuration. "(Role structure) data would be 
contained in a comprehensive and detailed organization chart that included 
literally every role in the organization." (pp. 450-451). Roles in turn 
might be formalized, measuring high on "the extent to which rules, pro- 
cedures, instructions, and communications are written” (p. 448) and 
standardized to the extent procedures are designated for all situations 
(ibid.). A high level of specialization might also be envisaged within 
this network, and perhaps a high degree of centralization. A semblance 
of order and routine appears to accompany this model. This may serve to 


explain why role definition and job routine are not strictly orthogonal 
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in the present study. Jobs which ue routine in terms of rules, pro- 
cedures, instructions, communications and pier arent ced cies lend tiem- 
selves to definition. To the extent that the organization seeks to 
cevelop a classification system, the designation of written job networks 
is expedited. Viewed as a variable, role definition may be linked to 
high levels of measures like concreteness of positional descriptions and 
the presence of written job descriptions as operationalized by Hall et . 
al. (1967), and may be qualified in terms of the measures of job Ee Ee 
cation and job specificity as used by Aiken and Hoge (1968). 

Job networks on the other hand are often not classified (in writing) | 
in organizations. Environmental or technological constraints may pre- 
clude this avenue to management (cf. Burns and Stalker, 1961). Manage- 
ment may choose not to develop a classification systen. Jobs which are 
essentially nonroutine in nature do not lend themselves to ready defini- 
tion. The collegial and organic models suggest low levels of configura- 
tion, formalization, standardization and specialization. Authority is 
often decentralized. Similar contrasts might be projected with the Hall, 
and Aiken and Hage measures (ibid.). 

It is important not to overstate the power and implications of the 
role definition characteristic in the present study. Role definition 
denotes how precisely it is laid down which responsibilities and decisions 
are those of the incumbent to the role. As such, the measure connotes the 
confines of structure. On the other hand, the precise terms and qualities 
of the role definition are not pursued. Hall (1967), for example, deals 
with the matters as degree of formalization of authority structure, empha- 
sis on using established communte anion channels, penalties for rule viola- 
tion and like criterion to add depth to the notion of organizational com- 


plexity and formalization beyond role measures of concreteness of positional 
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descriptions and presence of written job descriptions. Similarly, Aiken 
and Hage (1966) examine in-depth qualities of jobs in determining elements 
of centralization and formalization in organizations, hee ee not 
directly broached in the present study. The Bi eattieanee of this differ- 
ence amongst measures is evident in the analysis of role definition and 
job satisfaction presented in the following chapter. The more general 
consideration of comparable measures of organizational characteristics 


is addressed in the research strategies note which appears as Appendix B. 


6. Job Routine 

Job routine represents a combination of four variables (Exhibit 2-8). 
It denotes the extent to which the individual respondent thinks of the 
work in the job as routine (1), the extent to which an incumbent to a job 
can foresee the activity of the working week (2), the extent to which 
working days follow a similar pattern (4), and the extent to which work 
involves following regular set procedures (7). Job routine is reasonably 
well clustered with respect to job satisfaction, but the two characteris-— 
tics are not strictly orthogonal. Job routine is tightly clustered with 
respect to both group cohesion and job uncertainty, but is not orthogonal 
to group cohesion. Job routine is not tightly clustered with respect to 
both job change and role definition, nor is it orthogonal to role defini- 
tion although it is orthogonal to job change (Exhibit 2-2). In terms of 
a highlight, job routine lacks independence with job satisfaction, job 
uncertainty, and role definition, as evidenced in the previous separate 
discussions of each of these characteristics. The general response to 
job routine indicates 11% of the respondents are at a low level of rou- 


tine, 704 are at a medium level of routine and 19% are at a high level 


of routine (Exhibit 2-8). 
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EXHIBIT 2-8 JOB ROUTINE CHARACTERISTIC 


(a) Composition 


Variable : Factor 
— Variable Rea Teae: 
Number 3. ae Loading 
Ol How much of your work do you think 
of as routine? ~63 
02 When you begin a working week, how 
much of what you will actually do 
during the week can you forsee? -38 
04 How many of your working days follow 
a similar pattem to one another? a7 
07 How often does your work involve 
following regular set procedures? 69 


(b) Original Scale (Original scale is reversed for research compilations) 


Most Quite A Lot Some A Little Almost None 
1 2 Ss 4 5 
(c) General Response Based on Relative Scale Score Levels 

Level of Job Range of Number of Percentage 
Routine Scores Respondents Respondents 

Low 4-8 62 Li 

Medium 9=15 406 70 

High 16-20 109 19 


57 100 
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The pauciaieation of jobs in work organizations is regarded by Peer oe 
(1970) as a central tendency of management. "The thrust is to routinize, 
imit uncertainty, tuetease predictability, and centralize functions and 
controls. Whether the lure is security, power, growth or profits, and 
whether the field is government, industry, eulture)or welfare, bureaucrat- 
ization proceeds apace." (p. 67). To fully routinize jobs implies the 
development of assured responses to all known job stimuli, and the mini- 
mizing of unknown or novel job stimuli. This total circumstance is diffi- 
cult to envisage. Even in the most routinized of jobs, some problems 
invariably occur. Thus, jobs may hold a level of routiae and a level of 
uncertainty. Further, some aspects of the job may typically defy routin- 
ization. Some jobs, for example, are involved with variability of job 
stimuli on an ongoing basis, but standard procedures are followed in re- 
solving the problems. Following Perrow (Chapter 3), this would be prev- 
alent in engineering work where the stimuli or objects that are incumbered 
typically within the job are variable, but the search procedures used in 
the technology are relatively routine. Such may also be the case with 
many types of surgeons and nurses in hospitals where the job stimuli, the 
patients who require attention, often vary dramatically between one another, 
but the basic approach to treatment often follows a given routine (cf. Blau, 
1974, p. 338). Job routinization may be a tendency for management, but it 
may not always be possible to routinize certain types of jobs, or to rou- 
tinize the entire technology of certain types of jobs. 

The crafts industry furnishes an interesting contrast to the engi- 
neering and medical examples (cf. Perrow, 1970). In crafts work, the 
nature of the task and raw material to be changed is essentially standard- 


_ ized. The procedures connected to the task and the ultimate response paths 
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are, however, variable and perhaps, peublemat it: Says and Strauss 
(1966) offer the following discussion of the tee and the relation- 
ship to management. : 

"The craftsman's job provides abundant variety. 

Unexpected problems constantly crop up, the 

solutions to which cannot be programmed Dy 

management. Thus, the employee must be allowed 

to choose his tools, methods and even pace to 

conform to the ever-changing work requirements 

as he sees them." (p. 31, emphasis removed). 
This case is representative of a task which is relatively standardized, 
but there are varied stimuli within the response mechanisms of the organ- 
izational technology. Unlike engineering and medical work where the task 
varies and the procedures are more or less standard, the opposite appears 
to hold true. Evidence of variable stimuli occurring not simply within 
the general task or raw material to be changed, but also within the 
response mechanisms themselves suggests a more complicated view of tech- 
nological stimulus than that advanced in a simple task-response discussion. 
Further, it provides greater distance between the complete routinization 
of work and its realization. 

Montagna (1968) provides a valuable elucidation on the routinization 
of work in the accounting industry. Through time, much of the work under- 
taken by accountants, auditing for example, has been formulated into a 
code of industry rules and norms. "What was once unwritten rule or mys- 
tique is now rationalized; in the process of formalizing its rules, the 
profession transforms that knowledge from an intellectual to a mechanical 
technique." (p. 540). Montagna views this as a reduction of certainty and 
uncertainties’ accompanying requirement for "professional judgment" 


(ibid.). Routinization has been aided by computerization, and the 


latitude of professional judgment has been further curtailed by the 
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proliferation of industry rules. Thus, it would appear many accountants 
are committed to routinized jobs to the extent they remain within these 
areas of attention. In other instances, as Montagna argues, "the public 
accountant's response to this threat has been to expand into . a areas 
of uncertainty, especially management services and taxes” (ibid.). Per- 
haps junior accountants become involved in routinized sectors of the 
accounting industry working essentially with the engineering prototype 
technology, while their seniors enlist business, design procedures, and 
open new areas of activity that perpetual the image of the accountant as 
a professional dealing with problems and with uncertainty. "The move into 
areas of uncertainty provides an ae Shh basis for continued profession- 
Ata 24F20n. KD. OSL) + 

It is significant in the present study that job routine and job un- 
certainty fall out as separate factors and that they are not strictly 
independent of one another. A hypothesis that one factor represents a 
quality of the stimulus in the job, while the oy ee represents a quality 
of the response within the job does not appear valid following close anal- 
ysis of individual variables in the characteristics. It is true that job 
uncertainty carries an undertone of stimuli variability, particularly with 
respect to problems encountered in the job. Problems may be central to 
the essential stimulus of the job: this is true for engineers, medical 
practitioners, accountants and research personnel. But problems may arise 
within the essential response mechanisms of the job as well: this is true 
for craftsmen. Problems, therefore, may be party to either the stimulus 
or response side of job technology, although they are seen as stimuli 
themselves. Fresh knowledge or new skills may be required to properly 


identify job stimuli or characteristics of-the raw material in focus, as 


1 - 
f - ae 
= i Se 
fe 7 
in 2 

‘i } ‘ fed i a ‘ ' Poy | 

aid wine “phi Wh x0, geet 

: oh it 7 i ‘ ; ; he 
i i hi Privat me 63.4 $ ae em A mash 
: ‘a ; : 7 
7 ' fo ‘ 


ee ee ee ee |. i a 
hint: abe ar * 5 tsar daly ed sanmqies ial’ 

t i pace ’ roy we “Lfabbager stat 

ian y we nett, oh bs bs vit aes es Oj mipiadon 


oie Ase i cifonyhe siicasp yordebat ieatee 


- : a 


oly ei Fetus en gtaea $n ht Pe 
; 4 


shay fe ie @ eet ee raed ¥: mae al 20) sala: 


# 9 ie / ‘As ae meh en oe hivo te rateibnenow les 


wy 


cot ae 9 ie 


Yorn er i) (epee deragae: att i buant basse ose 


é oad A New aotoed Te uo siyk ee 


oy 5 
=) 


"a NAP ) Oeil") jee , ‘Lantione ee) Sea *jaat 


a hoot jay Steen, ran ehirty ent. ait, aby mar Lume ait a4 a : 


ll Y tat: Shee eerie eke otis tot, ie elitade sp a3" 
"ins ; vr (heey dete by + snl dnived Lewhiwttni de 


' ; F Saw : 
fs ; Be cay tA ars rw iTehoy 28 agit tH v nie ean: x 
; ; 
i : ’ j 
yi ‘y hey ett of bietadenpeoors pelea v2 a Baba 
7 i. zt ‘ " 
ivi & be oii PO gulapiise 2H! pvSGee, odd 


e 7 ' ; Ae: 


i a F vn 


% 
Vj Ter wisnyee vite PUDRIADGaA, « 2 ousehaouya 


’ af 7 z r ats bf 
shew, bz, ; j alts | pa aan *: honey falgnosed ons sltyie 
. _ ; | i =" 5 son 1 
eo) fon a. ~* bie ong hl ea Ar Farry Oy genie Anrt sy eS > ps #8 7 


ae foeetil ae, omioa?s airy Io sbie mente % 


E , ae - outs : ich eee Bd» wa, au egtelvund dave’ i enh 


: ca Pad 7 nd fe lw Ostagbgg Toetads., ot fhatia oat 


i 
Al mes a. 
i 

: ; i 
Z ~ cage 
oar 13 vi 
’ a 7 J oo 
ue sy é 


he i 


well as to respond in proper Peeigns Thus job uncertainty is more than 

a stimulus characteristic. Job routine broaches response mechanisms 

within the job technology in terms of procedures and patterns of activity, 
but as a whole the routine may be reflective of aspects within both the 
stimulus and response of the technological set.. To abstract, it would 
appear that job uncertainty indicates a measure of the prevalence of new 
problems or unforeseen matters arising in the job and a constant switching 
between things, which together or periodically require fresh knowledge or 
new skills. Job routine measures the extent to which the job Pevcactmey ty 
standardized in terms of job technology. In this sense they are somewhat 
but not totally exclusive. The relationship between the two characteristics 
are examined in some detail in the following chapter. 

Inkson et al. (1970) defined the term role routine as the "extent to 
which managers perceive their roles as unchanged over time, both in the 
short-term and in the long-term” (p. 355). The sample item in this dimen- 
sion provided by the writers was "how much of the content of the job you 
are now in has changed in the past year?", a variable which is used in the 
present study but which falls in the job change characteristic. Job rou- 
tine in the series of characteristics used here is interpreted to measure 
technological routine within the job, a contextual factor job structure. 

Job change on the other hand measures eniees in the content of the job 

over time, a structural characteristic of the job. In the Inkson Setrai 
paper, role routine and role definition have positive correlations (peso). 
In the present study, the two characteristics, although somewhat different in 
nature, are not strictly orthogonal. Job routine and job change are 
orthogonal in this study. Relationships between characteristics are 


further examined in the ensuing section of this report. 
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7. Additional Role Perception Variables 


There are five additional role perception variables in the survey 
questionnaire which do not readily relate to the six organizational 
characteristics and which are thus omitted from the final series of 


characteristics. These variables are specified in Exhibit 2-9. 


8. Summary 


Six organizational characteristics are derived from a series of 
twenty-six role perception variables by means of factor analysis. These 
characteristics are job satisfaction, group cohesion, job change, job 
uncertainty, role definition and job routine, and include twenty-one of 
the initial twenty-six variables. The characteristics may be identified 
in terms of job structure, the context of job structure and the perforn- 
ance of incumbents within the job. 

Structural characteristics include role definition, job change and 
group cohesion. These characteristics are structural in the sense that 
they represent aspects of "the positions and parts of organizations and 
their systematic and relatively enduring relationships to each other" 
(Porter and Lawler, 1965, p. 303). Following Inkson et al. (1970) role 
definition represents "the extent to which (persons) perceive their jobs 
and authority to be constrained Michi fixed limits” (p. 355). Job change 
measures the extent of content modification in the respondent's position 
or role over time, specifically one year in retrospect and one year in 
prospect. Group cohesion represents the degree to which members of the 
respondent's work unit get along, stick together and help each other com- 


pared to other work units in the organization. 
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EXHIBIT 2-9 VARIABLES NOT INCLUDED IN ORGANIZATIONAL CHARACTERISTICS 


Variable Variable 
Number 
03 If someone completely new to your job 


had to take it on at short notice, how 
much of it would he be able to find out 
from a job description and/or a record 
of previous work? 


ct Considering the various problems that 
arise in your work, how often is the 
solution clear? 


20 How satisifed are you with your fellow 
workers? 
Yap Do you feel that you are really a part 


of your work group? 


23 If you had a change to do the same kind 
of work for the same pay in another work 
group in this company, how would you 
feel about moving? 
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The contextual characteristics are job uncertainty and job routine. 
They are contextual in the sense that they portray aspects of "the setting 
within which structure is developea™ eeich et al... 1969, D. 63). Job un- 
certainty indicates a measure of the prevalence of new problems or unfore- 
seen matters arising in the job and a constant switching between things, 
which together or periodically require fresh knowledge or new skills. 

Job routine measures the extent to which the job is essentially standard- 
ized in terms of job technology. One performance characteristic is studied 
namely job satisfaction, and represents general member reaction to the 
organization and the person's role. As such, job satisfaction is an out- 
come of organizational situations and aCtiViTy. 

The final series of characteristics resulted in five sets of charac- 
teristics lacking independence between one another. The two contextual 
measures, job uncertainty and job routine, lack independence. Job uncer- 
tainty is not orthogonal to job change, and job routine is not orthogonal 
to role definition, nor to job satisfaction. Group cohesion and job 
satisfaction similarly lack independence. A chart showing the organiza- 
tional characteristics and these sets which lack independence appears as 


Exhibit 2-10. 


E. SAMPLE REFINEMENT: ORGANIZATIONAL CHARACTERISTIC SCORES AND 
yg er eee STA EERE OLE) DUUREO AND. 


SCALE DEVELOPMENT 


The initial file contains the original survey data for 621 respond- 
ents. Scores for the six comprehensive organizational characteristics of 
job satisfaction, group cohesion, job change, job uncertainty, role defi- 
nition and job routine are calculated for each respondent, and are added 


to the initial file. Original scales are reversed in the cases of job 
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EXHIBIT 2-10 ORGANTZATIONAL CHARACTERISTICS IN TERMS 


OF CONTEXT, STRUCTURE AND pr oe 
AN INITIAL CHART 


CONTEXTUAL 
CHARACTERISTICS JOB ROUTINE <—_—_—_—___—_— JOB UNCERTAINTY 
STRUCTURAL ROLE DEFINITION GROUP COHESION JOB CHANGE 
CHARACTERISTICS 
PERFORMANCE 
CHARACTERISTICS JOB SATISFACTION 
NOTE: Arrows indicate sets of organizational 


characteristics which lack independence, 
and which are not strictly orthogonal 
to one another. 
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satisfaction, group cohesion, role definition and job routine as part of 
this procedure. The exhibits for each of these characteristics indicate 
this orientation in methodology. Checks are placed on each role percep- 
tion variable to ensure that the data appearing in the matrix are within 
the bounds of acceptable response for survey purposes. In general, when 
the data for any variable are not within acceptable bounds, the respond- 
ent is dropped from the new data file. This is in keeping with Deeley 
and Lohnes (1971) whose "approach is to eliminate from the sample all 
subjects with incomplete score vectors” (p. 137). Initially this would 
appear to reduce the population from 621 to 463 since the information 
shows a preponderance of missing values in the job satisfaction and group 
cohesion variables. A number of these variables, however, is dropped in 
the final factor structure and substantially fewer than 158 cases are 
finally dropped. Following Elliott (1975), before any cases are dropped, 
a check of data is conducted against type of firm. This check reveals 
that only 23 cases fall into the entrepreneurial firm type category. 
Missing values for variables in cases classified as entrepreneurs are 
substituted by average values for the group as a whole, rather than drop- 
ping the cases from the file. Two cases are subject to this procedure. 
Where missing values (0,8,9) occur in all other types of firms and in 
cases unclassified by type of firm, the cases are dropped from the file. 
Because of certain differences between Elliott's factor structure and 
methodology, and the procedure chosen in the present paper, there is some 
difference in the number of missing values encountered and the number of 
cases dropped. Elliott ultimately used 579 cases, while 577 are used in 
the present study. A table Siadane the number of cases or respondents 


used in the Elliott paper and in the present study by type of firm appears 
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as Exhibit 2-ll. The editing differences are slight, and should not 
affect overall findings. The factor structure changes, however, may 
explain the shifts in the discriminant analysis amongst ein types, 
revealed in comparing Elliott's work with the present study. In this 
respect, Elliott followed Lawson in large part (one variable was appar- 
ently dropped from job satisfaction), while the scores of organizational 
characteristics in the present paper are compiled on a new factor struc- 
ture as described in Appendix C. 

Scales may be qualified as being nominal, ordinal, interval or 
ratio in nature. Following Selltiz et al. (1959), a scale is nominal 
when it "consists of two or more named categories, into which objects 
or individuals or responses are classified" (p. 189). An example of a 
nominal scale would be marital status questions on a census form. 
Ordinal scales have a continuum to them and define "the relative position 
of objects or individuals with respect to a characteristic, with no im- 
plication as to the distance between positions" (p. 191). Attitudinal 
outlooks to specific situations viewed in terms of favourableness or 
unfavourableness are frequently measured in terms of ordinal scales. 

It is not often clear in these instances precisely how large perceived 
differences between favourableness and unfavourableness are amongst 

respondents, but a rank order of respondents is at a minimum an outcome 
of ordinal measurement. Interval scales differ from ordinal scales in 
the sense that distances between points on the scale are known and 

accepted. Thus on interval scales "not only are the positions arranged 
in terms of greater, equal or less; the units or intervals of measure- 
ment are equal” (p. 193). Following these authors, comparing interval 


scales to ordinal scales is like comparing thermometers to elastic bands. 
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EXHIBIT 2-11 RESPONDENTS BY TYPE OF FIRM — FINAL DATA FILE 


Type of Firm Elliott Present, +. Original 

Bevel repens) + OPiLe 
Branch plants 254 253 Z2o7 
Owner-managed firms 86 85 95 
Local firms - hired management 28 28 3k 
Municipal government 29 29 St. 
Provincial government 78 78 83 
Federal government 42 42 45 
Entrepreneurs 23 23 a3 
Unclassified 39 39 48 


TOTAL: 579 577 621 
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In the thermometer, the degrees are an indication of high or low measure- 
ments, and the distance between desgrees is known and accepted. The 
elastic band, however, can be stretched or relaxed by the Hotter or ob- 
server, and thus the distance between any two points is not known or 
accepted necessarily amongst a group of persons. Ratio scales "contain 
an absolute zero” (p. 194), and thus differences can be measured and 
related to an absolute as in weight measurement. 

The scales in the role perception variables appear in the question- 
naire (Appendix D) and for organizational characteristics, in the initial 
exhibit introducing each job characteristic (section D of Chapter II). 
These scales are Likert-type in design and provide a measure of the member 
response to certain aspects of the work place including role specificity 
(Hickson, undated), job satisfaction (Kahn et al., 1964) and group cohesion 
(Seashore, 1954). The center point of each scale may be regarded as middle 
of the road in terms of general reaction to the subject matter in focus, 
and the scale designers are acknowledged experts in research in the social 
sciences. Distances between points no doubt vary amongst respondents, and 
as Selltiz et al. (1959) argue "the Likert-type scale does not claim to be 
more than an ordinal scale; that is, it makes possible the ranking of 
individuals in terms of favourableness of their attitude toward a given 
object, but it does not provide a basis for saying how much more favourable 
one is than another ..." (p. 369). Scores for individual job characteristics 
represent sum values of scale totals for variables assigned to specific 
characteristics in line with the factor analysis. A major issue arises in 
judging how to split these scores in terms of general levels of response 
on the individual BRO TE eee It is desirable not simply to have a 


score for each job characteristic for each respondent, but also to compare 
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the level of that characteristic in terms of the enatacder sets itself 
and the levels reported by others. Working with a trichotomy ueiaiod! 
medium and high (cf. Lawson, 1971), it is desirable for analyte purposes 
to know in some instances whether the score of any particular individual 
may be classified as low, medium or high in terms of the job characteris- 
tic in focus, and in other instances, how the score of the individual . 
compares to other respondents in the study. Strictly speaking, in order 
to develop these measures it is necessary to have interval scores. This 
ensures that distances between points are similar. Some, however, feel 
that interval measurement is not required as a prerequisite to usage of 
interval-type statistics: Nie et al. (1975) cite Labovitz (1970) in 

this respect: 


"Except for extreme situations, interval statistics 
can be applied to any ordinal lead variable." 


He argues: 

"Although some small error may accompany the 

treatment of ordinal variables as interval, 

this is offset by the use of more powerful, more 

sensitive, better developed and more clearly 

interpretable statistics with known sampling 

GEFOr. | (p76) + 
This argument perhaps is geared towards usage of means, standard devia- 
tions and Pearson correlations which strictly speaking are appropriate 
only in interval-type data (Selltiz, 1959, pp. 193-194). The main point 
in terms of the present study is whether or not it is permissible to 
judge a score as low, medium or high in terms of the scale itself. It 
is true, for example, that the scales in the study provide a range of 
response which is hardly intricate in nature and which have a middle of 


the road central point. If interval-type statistics can be used in this 


type of situation, and they are used widely, then it seems viable to 
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consider the scale itself as a perceptual thermometer, and rate Low 
scores as low, moderate scores as medium and high scores as high. Based # 
on this premise, a series of a priori scale levels are formulated for 
each job characteristic. This allows relative statements to be offered 
with respect to the survey population in terms of the scale itself. 
In this way, statements are forwarded on the general level of job rou- 
tine, role definition, job satisfaction, job uncertainty, job change and 
group cohesion. This appears as an extension to statements out of 
studies that suggest, for example, that few persons are really dissatis-— 
fied with their work. Richardson (1976) cites research conducted by the 
Michigan Survey Research Center in the following manner: 

"Worker attitudes were recorded on a 1-5 scale, 

with 5.0 indicating very high satisfaction and 

1.0 very low satisfaction. The results ranged 

between a low of 3.06 (financial rewards) and 

a high of 3.45 (resources) ... Three plus on 

a scale of 1 to 5 may not indicate wild 

enthusiasm, but it is firmly on the side of job 

satisfaction rather than dissatisfaction." 

(pee289) 5 
The study demonstrates usage of interval level statistics in ordinal 
level scales. The present paper formulates a measurement against the 
scale itself, and determines in each case whether the total score 
derived on a particular characteristic measures low, medium or high in 
terms of the scale. The scale itself is divided into equal thirds for 
this purpose. The ultimate divisions and response tabulations appear 
in the discussion of job characteristics above. 

Empirical divisions are also compiled for the two contextual char- 

acteristics of job routine and job uncertainty and the performance char- 


acteristic job satisfaction. These divisions are based on the level of 


response in any particular case in terms of the general response in the 
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job characteristic and not the scale itself. A respondent is judged as 
low in the empirical or a posteriori scale if the score: falls into the 
bottom third of responses to the characteristic. The Ages third of 
responses are judged as medium, and the top third are judged as high. 
A comparison and discussion of a priori and a posteriori scales for the 
three characteristics appear in Chapters IV and V of the paper. House > 
(1971) uses a somewhat different approach to empirical divisions but the 
result may be the same. 

"The sample was divided into respondents with low-, 

medium-, and high-task autonomy. The medium group 

consisted of the third closest to the mean of the 

total population and included all tied subjects at 

the borderlines."” (p. 494). 
This approach is interesting in the respect that an interval level sta- 
tistic, the mean of the sample, is used as an initial anchor point for 
division, which is, however, empirical and not a priori in nature. The 
mean value nonetheless is affected by the full breadth of response in 
the initial scale, and the procedures assumes some ability in the’ scate 
itself to distinguish between points in some consistent way. Interpreted 


in this manner, it does not appear to be a quantum leap to a priori 


division of respondents since the underlying assumptions are analogous. 


ise RESEARCH METHODOLOGY: ADDITIONAL STATISTICAL TECHNIQUES 
A oy ap eat STEN U ED 


die. Contingency Tables 


Contingency tables are used chiefly in studying relationships between 
organizational characteristics as part of Chapter III of the study. From 
a priori scales, data for all pairs of characteristics are cross-tabulated, 
and those tables which are statistically significant appear in the text. 


Statistically significant in this sense means that the characteristics are 
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not strictly independent of one another, and that there is some relation- 
Baie in evidence between the characteristics as uncovered in the contin- 
gency table. An example may be that job routine and role definition are 
related directly, and it appears that high job routine is associated with 
high role definition while medium job routine is associated with medium 
and high role definition (Exhibit 3-4). This type of observation serves 
to complement the findings in correlation analysis, and this basic format 
is fundamental to Chapter III and part of Chapter IV. 

Statistical significance in a contingency table is revealed in the 
chi-square statistic. The chi-square is based on differences between 
observed frequencies in cells within the contingency table and expected 
frequencies in cells should an even distribution prevail in the table. 

The greater the differences, the higher the chi-square and the more likely 
it is that the characteristics in the table are related in some manner. 

The lesser the differences, the lesser the chi-square and the less likely 
it is that the characteristics are related in a systematic way. The actual 
level of significance as well as the chi-square statistic is compiled 
within the S.P.S.S. program on contingency tables, and appears in the 


tables in the text of the present paper. 


2. Correlation Analysis 

Perhaps the central statistic in the present paper is the Pearson 
product-moment correlation coefficient for pairs of organizational 
characteristics. This statistic measures the direction and strength of 
relationship between any two characteristics based on a linear fit to 
observed values of the characteristics. Only statistically significant 
correlation coefficients appear in most tables. Statistically signifi- 


cant in this sense refers in general to the fact that there is 95% 
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assurance the relationship uncovered actually exists taking into account 
type I statistical error. It is developed from a null hypothesis that 

the intercorrelation equals 0, and when disproven, there is 95% assurance 
the relationship is significantly different from 0. The test statistic 

is the Students’ t, which is directly affected by sample size. The 
relatively large sample size in the present study makes many intercorre- 
lations significant when their actual strength of association is rather 
low. Type 1 error refers to the likelihood of rejecting the null ae ne 
esis when it is true. The objective is to set a reasonable boundary for 
minimizing type 1 error, and the general level chosen in the present 

study is .05. In short, the objective is to ensure that when the null 
hypothesis is rejected, this should be done on the basis that there is 
small chance that the rejection is incorrect. Thus, in the present study, 
there is 95% assurance the relationship is significant when the above 
criterion is met. When the .05 criterion is relaxed, this is made ex- 
plicit in the study. This relaxation is never more than slight. 

Partial correlation analysis allows the derivation of correlation 
coefficients between pairs of characteristics while holding constant or 
removing the effect of one or more other characteristics. The actual 
procedure is discussed in Chapter IV as part of the introduction to 
higher order correlations. Nie etlal.. (1975), point out that, partial: 
correlation is "an excellent technique for uncovering spurious relation- 
ships, locating intervening variables, and can even be used to help the 
researcher make certain types of causal inferences" (p. 303). Indeed 
partial correlation analysis permits examination of more than two char- 
acteristics within the scope of correlation techniques, an extremely 


desirable quality in research along the lines of the present project. 
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This is true in the respect that fundamental or zero-order intercorrela~ | 
tions between a pair of characteristics can be studied; and then the same 
relationship can be studied by holding constant or partialling out the 
effect of other selected characteristics. This amounts to higher-order 
correlations, said to be first order when one characteristic is controlled, 
second order when two characteristics are controlled and so on. Partial 
correlation provides one means of establishing how independent a relation- 
ship is of other characteristics in the study. If, for example, a funda- 
mental relationship between two characteristics disappears when a third 
characteristic is controlled, then the fundamental relationship is probably 
not independent of the control characteristic. This provides depth to the 
basic correlation matrix, and is one particular orientation of partial 
correlation employed extensively in the present study. Research may indi- 
cate that height and reading speed are correlated in a study of public 
school students, but when age is controlled the relationship disappears. 

It would seem that age has a bearing in this case on the fundamental 
relationship, which is then said to be not strictly independent of age. 
Further analysis may show that the relationships between age and height 
and reading speed and perhaps higher than the tie between height and 
reading speed, and are appropriate to pursue in analysis following the 


initial study. Examples in the present project appear in Chapter IV. 


3. One-way Analysis of Variance 


One-way analysis of variance provides a procedure for establishing 
whether or not the mean values for different groups are significantly 
different on the variable in focus. Groups in this sense may be male 
and female, tall and short, or, as in the present study, levels of 


context and types of firms. The.variable may be height, reading speed, 
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or, as in the present study, job satisfaction and similar organizational 
characteristics. The basic procedure involves designating the patiatia: 
to be analyzed and specifying the groups in focus. Ydetaiee is calculated 
for the variable both within the groups and amongst the groups. If the 
variance amongst groups is large compared to variance within groups, the 
means are said to be different. The F statistic is used as é measure of - 
differences, and typically the F ratio is included in reports of one-way 
analysis of variance. Statistical significance is comparable to the usage 
of the term in correlation analysis. Higher F ratios are indicative of 
greater differences in one-way analysis of variance, and thus reflect more 
distinct division amongst group means, and are more likely to be statis- 


tically significant contingent on sample size. There is an assumption 


of homogeneity of variance across groups in this procedure. 


4. Comparison of Means 


It is often true that one-way analysis of variance results in an F 
ratio that is statistically significant but many of the means amongst the 
groups in focus are not really different while others are. It is desir- 
able to have an ability to distinguish those groups which really have 
mean values which are the same from those groups with different mean 
values. Ultimately there may be overlap in the ordering, but the basic 
problem amounts to comparing the mean values of the various groups two 
means at a time to see which ones are the same and which ones are differ- 
ent. Numerous procedures exist including LSD, Duncan, Scheffe, SNK, and 
Tukey. LSD, a form of Students’ t test, is the least conservative of the 
procedures and is not recommended "if the analysis of variance is not 
significant" (Nie et al., 1975, p. 427). The analysis of variance using 


one-way analysis is generally significant in the present study, and LSD 
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is used to distinguish amongst groups. Compared to both Tukey and SNK, it 
distinguishes more often. Mean values and standard deviations are provided 
in all instances as backup information and furnish a necessary perspective 


on the levels of group means falling out of the LSD analysis. 


5. Discriminant Analysis 
Discriminant analysis provides a procedure for formulating linear 

combinations of variables that best "discriminate" amongst group means 
that are not equal. Cooley and Lohnes (1971) describe discriminant 
analysis in the following manner: 

"The discriminant model may be interpreted as a 

special type of factor analysis that extracts 

orthogonal factors of the measurement battery 

for the specific task of displaying and capital- 

izing upon differences among criterion groups. 

The model derives the components which best 

separate the cells or groups of a taxonomy in 

the measurement space." (pp. 243-244). 
When groups show differences amongst one another on mean values of a 
slate of variables, discriminant analysis, in like fashion to factor 
analysis, allows for these variables to be combined into one or more 
component functions which distinguish the groups from one another. 
When more than one function is significant, the multiple functions are 
independent of one another. Loadings of particular variables on the 
discriminant function(s) provide a basis for analysis; as in factor 
analysis. Significance levels are based on a lambda statistic which 
follows a chi-square distribution. Discriminant analysis is a valuable 
step beyond one-way analysis of variance in studying differences amongst 
groups in terms of different types of conditions on a common plane. 


There is an assumption of a homogeneous covariance matrix across groups 


in this procedure. 
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G. RESEARCH METHODOLOGY: AN OVERVIEW AND LINKAGE TO THE STUDY 


“The purpose of this paper is to study Pala tonsiioetancnger context- 
ual, structural and performance characteristics in work organizations, 
with special attention accorded job satisfaction as a performance Phar 
acteristic. Twenty-six role perception warianies are subjected to factor 
analysis, resulting in six organizational characteristics which are 
interpreted in terms of context, structure and performance of work organ- 
izations. An orthogonal factor solution ultimately is chosen as optimun,, 
aithough most of the resulting characteristics are not strictly independ- 
ent of one another. One of the main problems in the paper is coming to 
grips with why this lack of independence is apparent. Fundamental rela- 
tionships between pairs of organizational characteristics are studied as 
Chapter III of the report. Higher order relationships are pursued in 
Chapter IV. Further, since two characteristics are classified as con- 
textual within the initial factor series and since context may be con- 
ceptualized in terms of distinct levels, the impact of different levels 
of context on relationships amongst characteristics is pursued as part 
of Chapter IV. Contextual combinations are also considered. Job satis- 
faction is dealt with in greater detail as the focus of Chapter V. Asa 
performance outcome of context and structure, the different levels of job 
satisfaction are treated as groups within a discriminant analysis set 
around contextual and structural characteristics. A comparative analysis 
of organizational characteristics across different types of work organi- 
zations is undertaken as Chapter VI of the paper. This involves the 
introduction of a new contextual, characteristic, namely charter-ownership- 
control, and a discriminant analysis on seven groups of work organizations, 


using the organizational characteristics developed from the factor analysis 
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as input to the discriminant functions. Research methods are selected 
in line with the objectives of the project, and serve the purpose of 
the paper well. More detail on the statistical applications appears 


within the text of the study as each application is introduced. 
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CHAPTER III 
FUNDAMENTAL RELATIONSHIPS BETWEEN 


ORGANIZATIONAL CHARACTERISTICS 


A. INTRODUCTORY NOTE 


As a first step in the analysis of the organizational characteristics 
derived from the factor analysis, a correlation coefficient matrix has 
been constructed which relates each of the individual characteristics to 
the five other characteristics separately. This matrix appears as Exhibit 
3-1. Correlation coefficients provide an indication of the direction and 
strength of movements between two variables. Strictly speaking, factor 
analysis using orthogonal techniques leads to factors which are not cor- 
related. The visible absence of orthogonality amongst certain organiza- 
tional characteristics as demonstrated and discussed in Chapter IT and 
related sections of the appendix shows clearly that some of the character-— 
istics in the present study are correlated. Correlation coefficients for 
these sets appear in Exhibit 3-2. 

The correlation matrix shows that other sets of characteristics which 
appear to be orthogonal on the surface are in fact correlated, while two 
sets are confirmed as orthogonal. The analysis of the lack of independence 
amongst most characteristics represents the heart of this section of the 
paper. Discussion centers on the correlation coefficients in evidence, 
and provides a basis of understanding of why the coefficients appear as 
they do. The correlation coefficients are supplemented by cross tabulations 
of sets of characteristics in a number of instances to provide relative 


magnitudes of characteristics compared to one another. 
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EXHIBIT 3-2 ORGANIZATIONAL CHARACTERISTICS WITH 


CONTEXTUAL 
CHARACTERISTICS 


STRUCTURAL 
CHARACTERISTICS 


PERFORMANCE 
CHARACTERSTICS 


NOTE: 


CORRELATION COEFFICIENTS FOR SETS OF 
CHARACTERISTICS WHICH LACK ORTHOGONALITY 


JOB ROUTINE €——— -.40 ————> JOB UNCERTAINTY 


26 730 
ROLE DEFINITION GROUP COHESION JOB CHANGE 
eras) eae 


JOB SATISFACTION 


Arrows indicate sets of organizational 
characteristics which lack independence, 
and which are not strictly orthogonal to 
one another. 


Numbers represent zero order correlation 
coefficients between characteristics. AI1l 
are significant at .05. 
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The approach in this section is examine contextual characteristics 
at the outset (Part B), followed by an analysis of structural character- 
istics (Part C). Then contextual and structural characteristics are 
examined together by taking each structural characteristic and studying 
it in terms of the contextual characteristics (ParteD). Finally, job 
satisfaction, the performance characteristic in the present study, is 
examined in terms of the contextual and structural characteristics (Part 
E). There is a temptation often to infer specific causal linkages in 
the data. Sellitz et al. (1959) make the fallowing point: 

"If one wishes to draw the inference that one variable 

(X) is the 'cause' of another (Y), three types of 

evidence are necessary: (1) that X and Y vary together 

in the way predicted by the specific hypotheses; (2) 

that Y did not precede X in time; and (3) that other 

factors did not determine Y." (pn, 42:2). 
Simply stated, this examination has no hypotheses, no information on time 
occurrences is available and little information on other factors affecting 
variables is available. Causal linkages are thus not intended as defini- 
tive statements. More, where an element of causality creeps into the 
analysis, it might be considered suggestive of a hypothesis which may be 


subject to empirical study in a future study properly designed to meet the 


above requirements. 


1 CONTEXTUAL CHARACTERISTICS 


Job routine and job uncertainty represent the two contextual charac- 
teristics in the present study. Job routine measures the extent to which 
the job is essentially standardized in terms of job technology. Job uncer- 
tainty reflects the prevalence of new problems or unforeseen matters arising 
in the job and a constant switching between things, which together or peri- 


odically require fresh knowledge or new skills (Chapter II). The two 
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characteristics are negatively correlated, with a correlation coefficient 
of -.40 (Exhibit 3-1). This suggests that more job routine or technologi- 
cal standardization is associated with less job uncertainty; or alterna- 
tively, that more job uncertainty or the increasing frequency of new prob- 
lems, unforeseen matters, task switching and the requirement for fresh 
knowledge and new skills is similarly associated with less job routine. 
An analysis of the intercorrelation might begin in the theory of decision- 
making, or steps in the essential work process. This is appropriate since 
"the concept of decision-making should be central to any theory of admin- 
istration" (Mouzelis, 1967, p. 123) and routine and uncertainty can be 
linked to decision-making constructs. 

March and Sines (1958, Chapter 6) argue that "activity (individual 
or organizational) can usually be traced back to an environmental stimulus 
of some sort, e.g., a customer order" (p. 139) which leads to a response. 
This stimulus-response approach to the study of individual or organiza-— 
tional action is comparable to Perrow's (1967, 1970) job technology dis- 
cussion reviewed in Chapter II above. March and Simon (1958) continue by 
suggesting that certain types of stimuli are typically associated with a 
series of "routinized"” action steps. Other types of stimuli are associated 
with a series of routine "problem-solving activities" which precede and 
establish the actual action steps that the individual or organization 
will take with respect to the stimulus. A third type of stimulus may be 
associated with a series of nonroutine problem-solving activities which 
precede and establish the ultimate response which is made. Im this sense, 
the stimulus-response view is often complicated by an intermediate response 
stage specifically related to assessing the stimulus, defining alternative 


courses of action, evaluating them and choosing the preferred course which 
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is then translated into the individual's or organization's response. 

This intermediate step is an instrumental aspect of the essence of indi- 
vidual or organizational decision-making or problem-solving, and in itself 
may be more or less routine as a procedure and activity. Thus»"the -re= 
sponse to a particular stimulus may involve more than performance - the 
stimulus may evoke a spate of problem-solving activity - but the problen- 
solving activity may itself be routinized to a greater or lesser degree" 
(p. 140). Hypothetical examples may add depth to this outline. In an 
automotive parts department of an automotive service centre, mechanics 
request certain parts from the stockmen on an ongoing basis. Terms are 
well known amongst the personnel and often the process is expedited by a 
standard order form. The stimulus to the stockman is relatively familiar, 
and his response (or performance) may be envisaged as relatively routine. 
The job technology is standardized. Mechanics, on the other hand, who 
perform work on automotive engines and transmissions, are faced with 
greater variability in their stimuli. Different types of problems can 
occur in a car engine or transmission, and the mechanic must assess the 
problem before taking an action. The problem-solving steps follows a 
basic format, however, and the actual work may be viewed as relatively 
routine. The engine designers in automotive companies are confronted with 
variability in their stimuli to the extent that new needs and problems are 
perpetually before them. Problem-solving includes the definition of 
innovative alternatives and within the scope, perhaps, of the scientific 
method, an essentially nonroutinized flow prevails and new ideas are man- 
datory. This amounts to unanalyzable search in the words of Perrow Ciba.) . 
and the job technology is nonroutine in its broadest sense. Ona continuum 


of job routine defined in terms of standardized technology, the stockman 
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is representative of high routine, the mechanic as medium in routine and 
the engine designer is nonroutine. 

New problems, unforeseen matters, and task switches may be party to 
any of the job outlined, however, and the requirement for fresh knowledge 
and new skills is not beyond any. The stockman, for example, may be faced 
with inventory difficulties. Conceivably certain parts may be in short 
supply from time to time, either because of supplier shortages or an un~_ 
expected demand. Mechanics may be faced with new types of task diffi- 
culties which require new approaches to his work. Changes in the nature 
or design of engines, of course, present both with the need to learn the 
new parts and specifications. This type of situation amounts to job 
uncertainty, and is evident in its fullest sense in the engine designer's 
position which intuitively appears to hold the largest degree of job 
uncertainty. In any of these positions, to the extent that new problems 
or unforeseen matters are treated with routinized procedures, the job has 
both job uncertainty and job routine. Other combinations exist. Overall, 
it appears that job uncertainty and job routine may be seen as relatively 
exclusive of one another, or that is, they are separate dimensions or 
characteristics of the job, and as one increases, the other perhaps is 
tempered. The negative correlation coefficient in the present study sup- 
ports this view. 

The respondents in the survey which is used as the data base for 
this paper are white collar and managerial in their orientation. It is 
therefore appropriate to develop a hypothetical example for this type of 
occupational grouping. A government official working as an agent in an 
inspection branch handles a series of cases in his job which amount to 


the stimuli for his actions. Often these cases are carefully documented 


i cs 7 oe Ag , ' at } j rere, J : i; Es me 
"> ire, ayes od ee ahitad vex nite gl 
b ; ; = : 4 eu 

ieee Ct ae 


{ § en tl i : wut 
wre : we: ave aah Geer hin sect Se BR? 


sali wor “5 tugs Tah, oo DS ae : 


Pu “ eo 7 
» SL ees 10m, - beats = ey 
Ww) > Nee J 4 » * lore ny ian 


is 
| nit’ Jude “To Agee LT cestticge iii’ cata Be wee H aa 
i . Pee 7 awe be ith wena wd at aboot 
Laney ak eu atbedhe! wht @2 singel gd al 

- fag boon is ie jer sath sate te ea to) 

a huwe wets ea O sien 9 det wid feanori tata 


Soya octgne wy eer egiieiae teenth pag as: iy * La eee 
weet 4p a wed on aoe: aoe eae paesyile 
ies by: “ef nt wm ceca dvi enh te Siete 

fd eet. nia ie mereeiree tity babes oan amma 

| Sohaienii 5 paw ay satin seein -omrton wet ‘Sp fondant 4 


Sie 


rewire Bry a nate ak cs 7 cee wie fat he os oo 


yswrn nies we gpa at vate sloop ty bait out xcam eae. Teta oe 


pe shy au; baw det an? * ied setae 


prink whe anes the 4a eatiianan >a i ee ly dosage 


ae et at 


ee ee ek 
‘ah? seed het ae a oie a con i oad) & nanabcbquey SME: 


ie gh agen “0% visite abe ease Bish gies aaa put raguny eal 


af 2 ae 
Beppe! ai gf ye os 5 rears yl s ate oF: Sepia ge: laa site a 


ti te) ne me aetna id whi smal - aninvete sed i 
ie ‘eS vaaben Madi int ‘ahd wi ae oe ie e re dtaten < reesaphelih >: i 


AD 


i. a a Sas idl hina’ oie ee dancoe® anti pan rsuldad dt a 
i te a hy Th oe oak fer a 


oH . 7 : r 


on standardized forms, and the information and the general nature of the 
cases are relatively similar through time. The incidence of novel situa- 
tions is low, and the exceptions, where they do occur, are referred to 

the supervisor for decision. Thus, the response mechanisms in the job 

are relatively routine and automatic. Certain cases are handled one way, 
while certain cases of another known variety are handled in another estab- 
lished manner. Although some discretion is required, the response is 
essentially routinized. The agent's job as outlined amounts to a routinized 
technology. 

The supervisor's job is somewhat different. For the most part, routine 
stimuli that can be handled in routine ways through lower level paths in the 
organization do not draw the supervisor's attention. It is the problem 
cases, the novel ones and exceptions to known and established varieties 
that reach the supervisor. Blau (1974) reports on the agent-supervisor 
relationship in a government office in the following manner: 

"Official provisions were made to assist agents with 

their difficult cases. Decisions of a specified 

complexity or significance - for example, if the 

amount of money involved exceeded a certain sum - 

had to be authorized by the supervisor, who, in turn, 

had to obtain authorization from his supervisors in 

certain cases. Similarly, if an agent encountered 

a problem he could not solve, he was expected to 

consult his supervisor, who, if he could not furnish 

the requested advice himself, gave the agent 

permission to consult a staff attorney." (p. 159). 
Cases brought to a supervisor are probably handled in a standardized 
problem-solving manner. Previous cases are reviewed, alternative solutions 
are defined, an evaluation of alternatives is undertaken and a favoured 
alternative is selected. This procedure may be done quickly as a mental 


exercise, or elaborately, perhaps in writing, over a period of time. 


Typically one alternative may be upward or lateral referral of the matter 
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for expert opinion elsewhere in the organization. Overall the supervisor 
is demonstrative of an essentially routinized problem-solving approach, 
applied to variable stimuli, before individual or organizational action is 
undertaken. As alternatives become more difficult to define, as emphasis 
is shifted to developing precedents for subsequent cases of a particular 
variety aE stimulus, or as other new circumstances enter the job situation, 
the problem-solving loses its routine manner and becomes less standardized. 
Planners and supervisors involved in the actual development of routinized 
procedures for certain types of stimuli are confronted with the mandate of 
considering all options and foreseeing (all) contingencies. These jobs hold 
very little routine in the job technology. Comparing this work to research 
and development, its contribution is significant to ongoing operations. 
"One of the purposes of the R and D firm, or the nonroutine organization, 
is to generate ways of routinizing production and building better bureau- 
cratic controls into organizations." (Perrow, 1970, p. 83). 

New problems, unforeseen matters and task switching, which together 
or periodically require fresh knowledge or new skills may be encountered 
in any of the positions described. This amounts to job uncertainty as 
defined and operationalized in the present study. The agent involved in 
a substantially routine job technology may be confronted with a series of 
major new changes in his manual of operations, or with a series of new 
problems which require referral to the supervisor. The agent may find 
that more of his ongoing work load requires consultation with the super- 
visor. Uncertainty increases in short. The agent’s job remains routine 
in nature, but it is perceived as less routine because of increasing 
uncertainty. Thus, there is a negative correlation between job routine 


and job uncertainty, as evidenced in the present study. In the example 
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of the supervisor, a situation perhaps more reflective of the managerial 
classification, there may result an increasing incidence of cases which 
cannot be readily related to existing precedents, alternatives and ready 
classifications. Where the case cannot be passed on in the organization 
(cf. Blau, ibid.) the incumbent is placed under increasing levels of un- 
certainty, and a premium is set on the supervisor's ability to develop a 
decision framework which leads to a Deer relat ecient for the organ- 
ization (cf. March and Simon, 1958, Chapter 6). The contrast between job 
uncertainty and job routine is in greater evidence. Perhaps researchers 
and planners are placed in this circumstance on an ongoing basis. Develop- 
ment of more sophisticated techniques which assist managers in making de- 
cisions under conditions of uncertainty serve to routinize at least a 
portion of the decision framework and its administration (cf. Raiffa, 1970). 
In one way, this development of routinized procedures and techniques sur- 
faces in the field of management science, and includes the techniques of 
linear programming, sensitivity analysis, game theory, similation, program 
evaluation and review technique, Markov processes, and dynamic programming 
(cf. Bierman et al., 1973). Along this line, Simon (1960) points out how 
novel stimuli facing organizations and managers traditionally have been 
dealt with by "judgment, intuition and creativity ... rules of thumb (and) 
... selection and training of executives", but in modern circumstances 
novel stimuli are dealt with systematically through "heuristic problenm- 
solving techniques applied to: (a) training human decision-makers, 

(b) constructing heuristic computer programs" (p. 196). This amounts to 

a new source of a measure of routine in managerial positions. Whereas 
historically "an increase in the use of categorization for decision-making 


decreases the amount of search for alternatives" (March and Simon, 1958, 
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p. 39, emphasis removed) and therefore leads to routine in the job tech- 
nology, there appears to be less likelihood of categorization in ete. 
of instances facing managers, and the routine is in approaches to decision 
frameworks employed under conditions of uncertainty rather than categori- 
zation of responses per se. 

To abstract, it might be argued that management jobs hold some routine 
and some uncertainty. This is supported by the incidence of two distinct 
characteristics representative of these qualities falling out of the eortar 
analysis of the role perception variables. Routine may be present in the 
stimulus facing the actor, in the development of a decision framework and 
its application to the extent such a framework is required, and in the 
action steps taken by an actor in ultimate response to the stimulus. Non- 
routine would be present with one or more of variability in stimuli facing 
the actor, the absence of a logical flow to a decision framework and its 
application to the extent such a framework is required, and potentially 
novel steps taken by an actor in ultimate response to the stimulus. 

Routine as an organizational characteristic thus measures the extent to 
which the job is essentially standardized in its technology. Job uncer- 
tainty reflects new problems, unforeseen matters, and task switching which 
together or periodically require fresh knowledge or new skills. Job uncer- 
tainty is parcel to the vast majority of managerial positions, and to the 
extent that it occurs, respondents perceive their jobs as less routine. 
This hypothesis is supported by the significant negative correlation of 
-.40 between the characteristics (Exhibit 3-1). Similarly the modal group 
of respondents measuring high on job uncertainty experience medium job 
routine; while the modal group of respondents measuring high on job rou- 


tine experience medium job uncertainty (Exhibit 3-3). Significantly, a 
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EXHIBIT 3-3 CROSS TABULATION OF JOB UNCERTAINTY AND 


JOB UNCERTAINTY SCALE 
LOW MEDIUM HIGH 


(Number of Respondents) 


JOB LOW 2 30 30 
ROUTINE MEDIUM 26 300 80 
SCALE HIGH 20 84 5 
COLUMN TOTAL: 48 414 IRI ee 


(Percentage Respondents) 


JOB LOW 0 S, 2 
ROUTINE MEDIUM 5 ey 14 
SCALE HIGH 8) aS Au 
COLUMN TOTAL: 8 72 20 


Technical Note: A= 6070 4doff significance 


JOB ROUTINE 


ROW 
TOTAL 


62 
406 
LO9 


aE 


fas 
19 


we 28 


re | ae 0 cm 
1 ‘ oe oA ni 
. A as a) 


5 ‘al. 
i 1 7 i" 5 
Te yi : ie es a 
hf “ f ’ a . a cak Ty, ch a 
b st 5 ai " " . . 1 A by iM : ; 
i 2 iA \ ‘ , 
Sv, SELTINM Eby TN PERRI OKs 
i Cees , ae Ay 
; -. - o i 
* 1 
a 
a" 7 de “ 5 vC. 
1, eS 
mini 
ae 
serie o> 1408 2k@) 
. oy » a . s 
m rh Cor 
2G Ce 
” we : 
iP rhe 
pe : a ¥T) 
‘ P i io. f Wy * Fa " i 
t 7 * 
Seo Y Bilt; 
He ; ate r 
, an i 
a a s y 7 = 8! 
eral ene oem 
) . pga Pc tA Se tacues Eas s 
we ; : J : ao 
f WR 
is 
‘ 4 A. 
“ rs ee ‘ f 
x ip x 
t i | \ = aa a 
i a 
i i : 
4 } if ; - 
" ~1 
af : 7 
x 
i ) h . 4 
De, , od ‘2 
: " & ' 
| ni . fi 2 vt | 
< , ‘ 
. , 
i _@ i ——— ) r } i 
“ A j A are v 
; , “s 
he, —_—— % mt hee 
_* 3 : 7 
: ~ 
& : 7 f 
€ 
i 1 ¢4 % ’ 


clear majority of the respondents view their jobs as medium in job rou- 
tine and medium in job uncertainty; while only a few - in fact, SQVOUE CE 
5/7 respondents - are experiencing either high on routine and low on un- 
certainty or low on routine and high on uncertainty (ibid.). It appears 
that a majority of the respondents experience modest levels of routine 

and uncertainty; that those facing high uncertainty can associate with 
some routine but not high levels of routine; and that those facing high 
routine can associate with some uncertainty. Overall, routine and uncer- 
tainty are negatively correlated. The incidence of rising uncertainty 
with less routine or rising routine with less uncertainty is consistent 
with Davis' interpretation of Ashby where Davis argues that "in the work 
situation, where unexpected things will happen, the task content of a job 
and the training for the job should match this potential variability" 
(Davis, 1971. ». 427). Ac uncertainty increases in the form of unexpected 
things happening, the content of the job and the skills required for the 
job must be expanded to cope with it. This implies proper training, less 
routine and perhaps job change. "Adequate adaptation is only possible if 
an organism already has a stored set of responses of the requisite variety." 
(ibid.). It may be that the "stored set of responses” must be upgraded 
periodically, the notion of acquiring fresh knowledge and new skills. 
Experience serves also to enhance an incumbent's repertoire of potential 
responses (cf. Blau, 1974, p. 184). Routines thus formulated may serve 

to adjust to uncertainty or even perceive it to be of a lower valence than 
previously. In this latter instance, increasing job routine is associated 
with lower job uncertainty. Job change is mentioned as a potential outcome 
in this sequence, and it is appropriate to turn to a consideration of the 


Structural characteristics in the study before discussing the contextual 


and structural characteristics together. 
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GC. STRUCTURAL CHARACTERISTICS 


Role definition, job change and group cohesion constitute the three 
structural characteristics in the present study. Role definition indi- 
cates the degree to which a respondent's job and authority is "constrained 
within fixed limits" Ganson et al., 1970, p. 355). Job change represents 
the degree to which there is content modification in the position over 
time. Group cohesion is a relative measure of the degree to which members 
of the respondent's work unit get along, stick together and help each 
other compared to other work units in the organization. Group cohesion 
is likely a function of formal and informal ties that the respondent has 
in the formal work unit of which the member is a part (Chapter II). 

The most striking observation that can be made on the intercorrela- 
tions between structural characteristics is the virtual lack of signifi- 
cant relationships that prevails (Exhibit 3-1). All characteristics are 
orthogonal between one another (Exhibit 2-2), and the only significnat 
correlation coefficient is a slight negative bond of r = -.08 between 
role definition and job change (ibid.). The coefficients of association 
at the zero-order level are insignificant (at p = .05) between role 
definition and group cohesion and between job change and group cohesion 
(Exhibit 3-1). The slight negative relationship between role definition 
and job change is reviewed presently, but for all intents and purposes, 
it is surmized that structural characteristics in this study are rela- 
tively independent of one another at the lowest level of intercorrela- 
tion. Hickson (1966) in his paper on role specificity phrases the fol- 


lowing remark: 
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"Grouping writers by the variables they have 

associated with role specificity draws attention 

to other ranges of variables, where little or 

nothing has been done ... It could be asked 

whether there are more groups per organization 

if specificity is lower: Are they smaller? 

Are they more cohesive? ..." (p. 234). 
Role definition in the present study provides a surrogate measure of role 
specificity to the extent it reflects the degree of constraint perceived 
by the individual performing a role in the organization. Presumably this 
is connected to aspects of the organization as job descriptions, opera- 
tions manuals and prescribed lines and bounds of authority. Thus it spe- 
cifically broaches "the specificity (or precision) of role prescription 
and its obverse, the range of legitimate discretion" (ibid., De 225) 
felt by the respondent in the role. No data are available in the present 
study on the number or size of groups forming at different levels of role 
definition, but the element of group cohesion is operationalized, and the 
information indicates at the zero-order level that no relationship pre- 
vails between role definition and group cohesion. Thus it appears fair 
to say that greater or lesser role prescription in general does not affect 
the degree of group cohesion in any systematic way. This ostensible 
independence of structural characteristics may not, however, hold under 
different contexts, for example in the contexts of job routine and job 
uncertainty as defined in the present study. The following remark by 
Heydebrand (1973) is valid to consider: 

"Simple correlations between different dimensions of 

‘organization’ or 'bureaucracy', if taken at face 

value, imply a simplistic, additive conception of 

organizations, rather than one in which different 

dimensions are seen as potentially contradictory, 

functionally interdependent or as interacting with 

each other ... Moreover, simple correlations do not 

reveal the variability of structural patterns which 


is due to the variation in basic organizational 
parameters.” (p. 168). 
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The contextual characteristics of job routine and job uncertainty repre- 
sent two parameters to the structural characteristics of role definition, 
job change and group cohesion. Significant relationships between sets of 
structural characteristics may well exist when context is directly con- 
sidered. This avenue of inquiry is pursued in the following chapter. 
Basic zero-order intercorrelations amongst sets of contextual and struc- 
tural characteristics are discussed later in this chapter. 

The lone significant relationship amongst structural characteristics 
is a slight negative bond, r = -.08, between role definition and job change. 
This suggests that increasing degrees of role definition are associated with 
less job change over time, or alternatively, that less job change over time 
results in higher levels of role definition. In laying out the character- 
istics of the ideal type of bureaucratic Organization, Weber (1947) for- 
warded the following statement with respect to specialization, the organ- 
izational position and rational legal authority: 

"A specified sphere of competence. This involves 
(a) a sphere of obligations to perform functions 
which has been marked off as part of a systematic 
division of labour, (b) the provision of the 
incumbent with the necessary authority to carry 
out these functions, (c) that the necessary means 
of compulsion are clearly defined and their use 
is subject to definite conditions ... 

The organization of offices follows the principle 
of hierarchy; that is each lower office is under 


the control and supervision of a higher one.” 


(pi.118)< 
As in the case of role specificity (Hickson, op. cit.), the essence of 
the sphere of competence notion parallels role definition conceptually. 
Weber envisaged persons filling positions and performing roles within a 
clearly defined hierarchy in an ordered fashion. Changes in the terms 
outlining the sphere of competence presumably eminated from the non- 


bureaucratic head of the organization, the "ultimate source of authority” 
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(Weber, ibid., p. 20) since there is for any person in the bureaucracy 
"a complete absence of appropriation of his position by the incumbent” 
(p. 19);—or, as Etzioni (1964) stated, "the positions cannot be monopo- 
lized by any incumbent. They have to be free to be allocated and re- 
allocated according to the needs of the ae ea ee (p54 in a The 
present study treats role definition as a variable in the study of organ- 
izations (cf. Hall, 1963; Udy, 1959; Stinchcombe, 1959) and similarly 
treats job change as a potential occurrence in the organizational structure 
over time. In this sense, conditions of relative stability in the organ- 
ization can be maintained in some instances, perhaps resulting in little 
job change, or conditions May warrant and lead to change in the content 
of positions. Blau (1974) makes the following opening remark as a portion 
of a discussion on the developmental dimension of organizations: 

"Change in the organization is the result of the very 

interdependence between elements that is often assumed 

to imply a stable equilibrium. Even if there were a 

perfect organization with no problems, changes in its 

environment would soon create some." Gye 7 20%, 
It appears that some degree of change is almost inevitable. As in the 
case of role definition and 8roup cohesion, it also appears that the 
relationship between role definition and job change may be affected by 
its context, specifically the degree of job uncertainty experienced in 
the job if Blau's line of reasoning is followed. This point is picked 
up in the following chapter. sAtethis stage, based on data presented at 
the zero-order correlation level, it seems that role definition and job 
change move in opposite directions. Jobs which change more over time may 
be more difficult to classify in a rigid manner (even) if rigid classifi- 


cation is desirable. On the other hand, jobs which do not change signifi- 


cantly over time are probably easier to put a handle on for organizational 
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designers, and thus the tighter role definition is evidence in instances 


of reduced job change. 


D STRUCTURAL AND CONTEXTUAL CHARACTERISTICS 
EPA, CHARACTERISTICS 


Examination of fundamental relationships between structural and con= 
textual characteristics provides a study of contrasts. Individual struc- 
tural characteristics are correlated in opposing directions to each of 
the contextual characteristics, and all correlation coefficients are sig- 
nificant at .05 (Exhibit 3-1). Role definition, which is not strictly 
orthogonal to job routine, has a positive correlation coefficient of .28 
with this contextual factor, and a negative correlation coefficient of 
-.13 with job uncertainty. Job change, which is not strictly orthogonal 
to job uncertainty, has a positive correlation coefficient of .30 with 
this contextual factor, and a negative correlation coefficient of -.17 
with job routine. Group cohesion which is tightly clustered and orthog- 
onal to both job routine and job uncertainty has a negative correlation 
coefficient of -.12 with job routine and a positive correlation coeffi- 
eient of ~.12°with job uncertainty. It is appropriate to discuss the 
structural characteristics separately in terms of their contextual con- 


trasts. 


1. Role Definition and Context 

Role definition is positively associated with job routine, the extent 
to which the job is essentially standardized in terms of job technology, 
and negatively correlated with job uncertainty, a measure of the incidence 
of new problems, unforeseen matters and task switching in the job. Thus, 
the more routine that is connected to the job, the more incumbents perceive 


their roles as limited to specific terms of activity and jurisdiction. 
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Similarly, it may be argued that organizations are in a better position 
to handle complexity and uncertainty as routines are formulated, and as 
differentiation of roles is extended. Blau (1974) presents this case in 
the following manner: 

"The division of labour segregates tasks into homogeneous 

jobs ranging usually from quite routine to very difficult 

ones ... By reducing the range and enhancing the homo- 

geneity of the tasks in any given position, the division 

of labour promotes specialized expertness as well as 

routinization sy” e(pTs338). 
Thus, role definition and job routine do not preclude job uncertainty within 
organizational roles. Indeed a measure of role definition and job routine 
serve to create the framework within which the conditions of uncertainty can 
be handled. Blau continues with an example from the field of medicine: 

"The brain surgeon's job encompasses, strictly speaking, 

a narrower range of more homogeneous duties than the 

G.P.'s, but this very fact enables the former successfully 

to perform tasks the latter cannot undertake." (ibid.). 
No doubt the brain surgeon is confronted with a degree of uncertainty in 
his work. He is coincidentally, however, involved in a relatively homo- 
geneous task adhering to certain procedures within a defined role. The 
degree of uncertainty tempers the extent to which the role may be defined, 
while the element of homogeneity in task and standardization in procedures 
reinforces role definition. Thus "one important result of the technology 
employed by an organization is the specification of jobs having certain 
characteristics. The technology determines the extent to which the job 
may be programmed (i.e., employee behaviors may be precisely specified)." 
(Triandis, 1966, p. 64). The present study suggests that roles may be 
more clearly defined or are perceived as more defined as job routine in- 


creases. Increasing job uncertainty is associated with less role defini- 


tion. 
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The notion of job routine and job uncertainty both being embraced 
within the concept of role definition and having the observed associations 
is reflected in the following abstract from Hickson et al. (1971) with 
respect to coping with uncertainty in the organization: 

"Routinization of coping by information and absorption 

is embodied in job descriptions and task instructions 

prescribing how to obtain information and to respond 

to uncertainty. For maintenance personnel, it lays 

down how to repair the machine; for the physicians, it 

lays down a standard procedure for examining patients 

and sequences of remedies for each diagnosis." (p. 547). 
Conditions or situations of uncertainty in the organization generate a 
need for organizational response. Often certain routines are available 
as a vehicle of response. These routines are designated within the role 
structure of the organization. Uncertainty itself does not lead to role 
definition. In fact, the present study suggests job uncertainty mitigates 
against role definition. The availability of routines to cope with un- 
certainty, and the differentiation amongst roles in adjusting to and deal- 
ing with uncertainty in the organization are the apparent elements support- 
ing role definition, and the present study shows job routine and role 
definition in positive association. When routines are not available and 
differentiation is not possible, then role definition loses salience, and 
coping with uncertainty becomes more problematic. This precise circun- 
stance is represented in the organic or organismic form of organization 
described by Burns and Stalker (1961) and reported by Burns (1963) in the 
following way: 

"Organismic systems are adapted to unstable conditions, 

when new and unfamiliar problems and requirements 

continually arise which cannot be broken down and 


distributed among specialist roles within a hierarchy. 
Jobs lose much of their formal definition." (p. 48). 
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Uncertainty in this instance cannot be handled through specializations 
and routines which in turn are associated with role definition. As such, 
jobs are not clearly differentiated and new organizational forms emerge 
of a looser and more interactive nature. The sample in the present study 
does not appear reflective of the organismic type of organization since 
job routine as well as job uncertainty surfaces as a contextual variable. 
For the same reason, the sample is not reflective of the mechanistic (Burns 
and Stalker, 1961) or bureaucratic form, which is centered around routin- 
ization. The sample holds conditions of routine and conditions of uncer- 
tainty, a situation Pero indicative of a large number of managerial 
positions. Uncertainty mitigates against role definition although often 
it creates the need for role definition in order for the organization to 
cope in an ordered way with the uncertainty. Routine supports role defi- 
nition to the extent that the routines are available for coping with un- 
certainty. Role definition reflects differentiation and specialization 
of labour, and a patterned response to uncertainty and format to organ- 
izational action. The modal group of respondents in the present study 
experience medium job routine, and are at medium and high levels of role 
definition (Exhibit 3-4). Conditions of uncertainty, routine and role 


definition are prevalent features of respondents in this study. 


2. Job Change and Context 


Job change is positively associated with job uncertainty and nega- 
tively associated with job routine, a reversal of the Situation viewed 
with role definition. The correlation coefficient between job change 
and job uncertainty is .30, and the correlation coefficient between job 
change and job routine is —.17. Thus, the more incumbents to jobs are 


faced with new problems, unforeseen matters and task switches which 
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EXHIBIT 3-4 CROSS TABULATION OF ROLE DEFINITION AND JOB ROUTINE 


ROLE DEFINITION SCALE 


“LOW 


JOB LOW ale? 
ROUTINE MEDIUM 24 
SCALE HIGH 2 
COLUMN TOTAL: 38 
Technical Note: FOL 


MEDIUM 


29 
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36 


262 
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HIGH 


(Number of Respondents) 
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together or periodically require new skills or fresh knowledge, the more 
their jobs change through time. Similarly, the more their jobs are 
standardized in terms of essential technology, the less their jobs change. 
Job change in the present study reflects modification in the content of 
the job over a period of time; one year in retrospect and one year in 
prospect, It implies flexibility in structure (cf. Pugh Cl al... L9G}. 
Most respondents - 529 out of 577 - in this study experience medium 
or high levels of uncertainty (Exhibits 2-6 and 3-5). Similarly most 
respondents - 515 out of 577 - in the study experience medium or high 
levels of job routine (Exhibits 2-8 and 3-6). Discussion of job change 
as an organizational characteristic includes an argument that job change 
may be initiated for at least two reasons: out of organizational neces- 
sity to remain in tune with organizational needs and circumstances which 
often change, or by choice of the organization, perhaps as a vehicle to 
break job monotony or routine for incumbents (Chapter II). Evidence in 
the present study appears to suggest change resulting out of necessity 
since job uncertainty is positively associated with job change. Perhaps 
conditions of uncertainty which amount to new problems or unforeseen 
matters on the job are met in part through job routines and a ee 
understanding of role participation a the organization. Through time, 
the uncertainty in certain situations generates a need for new routines 
which are reflected in job change. Research and development departments 
often are involved in formulating new or better routines to handle exist- 
ing and new problem areas (cf. Perrow, 1970, Chapter 3). If job change 
is a predominant tool used by management to break the routine for workers 
perhaps by replacing one routine with another or rotating workers between 


jobs, then a positive association might be expected between job change 
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EXHIBIT 3-5 CROSS TABULATION OF JOB CHANGE AND JOB UNCERTAINTY 


JOB CHANGE SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 26 ‘LS 3 48 
UNCERTAINTY MEDIUM dE 223 42 414 
SCALE HIGH Le 60 38 tS 
COLUMN TOTAL: ARs ye) 302 120 Dud, 


Technical Note: A = 35.0 4dof£f significance = .00 


EXHIBIT 3-6 CROSS TABULATION OF JOB CHANGE AND JOB ROUTINE 


JOB CHANGE SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 13 “25 24 2 
ROUTINE MEDIUM 102 220 84 406 
SCALE HIGH 40 57 12 109 
COLUMN TOTAL: 155 302 120 577 


Technical Note: A =.21.7 4doff significance =..00 
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and job routine. Such is not the case in the present study. It appears, 
in fact, that job routine mitigates against job change just as job uncer- 
tainty mitigates against role definition. Routines once formulated and 
introduced into jobs are not simple to change, and the more routines there 
are the harder it is to bring forward change. This may be due to simple 
organizational stationary inertia. Another difficulty may rest with the 
workers themselves. Tannenbaum (1966) forwards the following example as 
part of a discussion with respect to change and meeting resistance to 
change in organizations. 

"The Harwood Corporation, a manufacturer of pajamas 

employing a predominantly female work force, normally 

enjoyed good labour relations, except for a chronic 

difficulty stemming from the commercial necessity of 

making frequent changes in its products and in its 

methods of doing jobs. Employees intensely resisted 

these changes. Grievances were frequent among those 

affected by the changes, turnover shot up, efficiency 

dropped*..e.. (p..0e)e 
Tannenbaum further argues that "workers are by no means the only persons 
who oppose innovation in organizations" (p. 94) but managers as well are 
often a party to this attitude. No doubt major changes in an organization 
represent a major commitment for management. It is easier to live with 
the system that exists than to enter into a new alignment with its (inevi- 
table) concomitant uncertainties. Yet change itself is inevitable (cf. 
Blau, 1974, p. 72). Lawrence and Lorsch (1969) argue in the following 
manner: 

"Every organization, whether growing or not, is 

periodically faced with the necessity of bringing 

about some fundamental changes in the behavior of 


its members if it is to stay effectively related 
to its changing environment." (p. 232). 


These authors subsequently point to "environmental trends ~- faster change 


and greater heterogeneity” (pp. 235-238) which may be interpreted as 
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presenting the organization with greater uncertainty. Perrow (1972) is 
not convinced of this trend affecting all organizations. 

"To see (large, powerful) organizations as adaptive 

to a ‘turbulent’, dynamic, everchanging environment 

is to indulge in fantasy. The environment of most 

powerful organizations is well controlled by then, 

quite stable, and made up of other organizations 

with similar interests or ones they control." (p. 199). 
Some organizations, nonetheless, are faced with environmental uncertainty, 
and structural modifications and educational programs are two response 
mechanisms which allow the organization to adjust to this uncertainty 
(Lawrence and Lorsch, ibid., p. 232). Changes in structure and role 
expectations represent job change. Educational programs include measures 
of participative management and group dynamics (cf. Tannenbaum, ibid.). 
Existing routines may temper the changes of success in DOCH, "and 2 1S 
this hurdle amongst others that must be overcome if the organization is 
to adapt successfully. Where existing routines are retained by staff 
even in light of job change in role descriptions, the problem of goal 
displacement is in evidence (cf. Etzioni, 1964, p. 12). Georgopoulos 
and Tannenbaum as reported by Etzioni (ibid.) consider one of the impor- 
tant measures of organizational effectiveness to be "organizational flex- 
ibility, defined as the ability to adjust to external or internal change" 
(p. 18). Job uncertainty may or may not lead to job change. In instances 
where the uncertainty can be braced with existing routines in the existing 
role structure, little job change may be necessary or in evidence. In 
other instances where the uncertainty is perhaps reflective of a need 
for change, job change is required and introduced in effective organiza- 
tions. These two different types of situations are possibly borne out by 


the data in the present study (Exhibit 3-5). The modal group of respond- 


ents experience medium job uncertainty, but are dispersed amongst low, 
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medium and high job change. Respondents with low job uncertainty group 

in low and medium job change, while respondents with high job uncertainty 
group in medium and high job change. Predictably, the pattern between job 
routine and job change is somewhat the reverse (Exhibit 3-6). The modal 
group of respondents experience medium job routine, and as in the case of 
job uncertainty, are spread amongst low, medium and high job change. 
Respondents with low job routine group in medium and high job change, 


while respondents with high job routine group in low and medium job change. 


Sie Group Cohesion and Context 


Group cohesion as a structural characteristic of organizations rep- 
resents the degree to which members of the respondent's work unit get 
along, ee together and help each other compared to other work units 
in the organization. Group cohesion directs attention to the formal work 
group to which the member belongs, and is affected by formal and informal 
bonds that the member has within the group (Chapter II). In terms of 
contextual characteristics, group cohesion is negatively associated with 
job routine and positively associated with job uncertainty. The correla- 
tion poset tetenta are -.12 and .12 respectively. It appears that the 
more routine the job, the less the group cohesion; and the more uncertainty 
in the job, the greater the group cohesion. 

Groups represent the first level of interaction between individuals 
in the work setting. Pugh (1966) has emphasized the importance of the 
study of groups together with examination of the individual and the 
organization as a whole under the umbrella of organizational theory (see 
Appendix B). Much of the Tiverscuce pertaining to groups deals with group 
phenomenon from a behavioral perspective. Concern is directed at items 


as participation, potency, stratification, flexibility, synergy, visudity, 
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hedonic tone, control, homogeneity, group intimacy, and other areas of 
group classification (Borgatta, Cottrell and Meeger, T9DS06 20 twisty | Mich 
can be learned from behavioral data, and this knowledge can be put to 
good use. As Bennis and Shepard (1965) point Out, diets. critical ‘that 
groups develop successfully as a prerequisite to solid group action. 
"Until the group has developed methods for reducing uncertainty in (areas 
of internal uncertainty), it cannot reduce uncertainty in other areas, 
and in its external relations." (p. 80). To complement behavioral aacar 
the sociologist can contribute by way of examining group characteristics 
amongst different organizational contexts (cf. Perrow, 1970, Chapter 4). 
This is the orientation of the present study. The group characteristic 
in focus is group cohesion and the contextual characteristics are job 
routine and job uncertainty. 
Blau (1974) points out that group cohesion is an organizational 

variable which is often problematic to management. 

"But does management's interest in efficient operations 

necessarily make it interested in the existence of highly 

integrated work groups? This can by no means be taken 

for granted, inasmuch as the social cohesion of work 

groups, which may strengthen the informal enforcement of 

output restrictions, is not consistently associated with 

superior performance." (p. 337). 
Blau cites Seashore (1954) as a source in this observation, and the echo 
of Mayo (1949) and the Hawthorne experiments is clear (see Chapter II). 
When does an organization foster group cohesion, and in what contexts is 
group cohesion prevalent? To the extent that the present study reflects 
organizational action, group cohesion is positively associated with job 
uncertainty and negatively associated with job routine. Conditions of 
uncertainty perhaps present the incumbent with the need to consult others, 


an alternative possibly supported by the organization and represented in 


group cohesion. Sayles and Strauss (1966) have the following examples: 
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"A new sales clerk may not be sure about how to handle 

a complicated problem of returning some merchandise. 

A lab technician may be hesitant about asking his boss 

to repeat instructions, yet he is afraid that he may 

ruin the experiment unless he receives additional 

information. In each case the employee turns to his 

fellow workers for assistance, often preferring this 

source of help." (p. 86). 
Blau (1974) reports similar activity amongst agents in government offices 
(pp. 157-169). Montagna (1968) portrays accountants conducting relatively 
routine work as in an ongoing audit in a certain isolation, but solving 
problems in groups. Accountants, no matter how routine or nonroutine 
their work, always have consultation avenues open to them in the event 
of difficulty or uncertainty. Pfeffer et al. (1976) argue that decision- 
making processes under circumstances of uncertainty include "the use of 
particularistic criteria, such as social similarity and social relation- 
ships" (p. 230) which may well connote group cohesion. Burns (1963) 
reports greater interaction amongst personnel under unstable environmental 
conditions, and a clearer designation of individual tasks under stable 
environmental conditions. It is evident that findings in the present 
study have support in the literature. 

The cross-tabulation of group cohesion and job uncertainty indicates 
that respondents with medium and high job uncertainty have medium and high 
levels of group cohesion (Exhibit 3-7). These data appear to support the 
hypothesis that job uncertainty and group cohesion go arm in arm as 
organizational characteristics. Working together as a unit may well pro- 


vide an organizational response to uncertainty. The cross-tabulation of 


group cohesion and job routine is not significant at .05, and is therefore 


omitted from the study. 
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EXHIBIT 3-7 CROSS TABULATION OF GROUP COHESION AND JOB UNCERTAINTY 


GROUP COHESION SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 1 Sie 16 48 


UNCERTAINTY MEDIUM 29 250 142 414 
SCALE HIGH 4 50 61 1 es. 
COLUMN TOTAL: 24 334 219 2)2 yi 


Technical Note: A= 14.7 4 dof significance = .00 
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E. JOB SATISFACTION AND CONTEXT AND STRUCTURE 


Job satisfaction as an organizational characteristic neh ty a 
general measure of member reaction to a series of aspects of member in- 
volvement in the work organization, including satisfaction with the 
company as a whole, salary, tasks done, personal progress and supervision 
and a measure of how well the job allows the individual to do things the 
person is best at (Chapter II). It has undertones of morale as well as 
satisfaction, and may be regarded as a contrast to member alienation 
(ibid.). With respect to contextual characteristics, job satisfaction 
is not strictly orthogonal to job routine, and has a negative correlation 
coefficient of -.29 with job routine. Alternatively, job satisfaction 
has a positive correlation coefficient of .18 with job uncertainty 
(Exhibit 3-1). In terms of structural characteristics, job satisfaction 
has positive correlation coefficients with each of the structural traits: 
the coefficients are .11 with role definition, .12 with job change and 
-22 with group cohesion (ibid.). Job satisfaction is not strictly orthog- 
onal to group cohesion. 

Job satisfaction is tempered by job routine and supported by job 
uncertainty according to findings in the present study. One of the orien- 
tations of organizations is the routinization of work within its system 
(Perrow, 1970, p. 67). Sayles and Strauss (1966) note the ini ica ons 
of routinization of blue collar jobs as it affects job satisfaction: 

"Management pays a price for the work simplification, 
routinization and ease of supervision inherent in mass 
production work. The cost is largely in terms of 


apathy and boredom as positive satisfactions are 
engineered out of jobs." (p. 47). 
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Similar circumstances arise in "white collar factors" described in the 
following manner: 

"On a single work floor, there may be an acre of desks 

and work tables stretching as far as the eye can see. 

Minutely described, mechanized short-cycle jobs, 

requiring such tools as card punchers or typewriters, 

are being performed by clerical personnel, all of whom 

receive very similar wages." (p. 69). 
Routine in these instances leads to boredom and monotony in the jobs, which 
is associated with job dissatisfaction as a central tendency. Davis (1971) 
argues that "routine, repetitious tasks tend to extinguish the individual" 
(p. 427). Katz and Kahn (1967) surmize that "studies corroborate one 
another in demonstrating that the more varied, complex and challenging 
tasks are higher in worker gratification than skilled, routine jobs" 
(p. 368). Hulin and Blood (1968) point out that "some workers prefer 
routine, repetition and specified work methods to change, variety and 
decision-making" (p. 204). This notion of individual differences is 
indicated in the following statement by MacKinney et al. (1962): 

"It is nearly 50 years since Munsterberg pointed out 

that there is always someone who is challenged by, 

and perfectly happy doing, those exceedingly routine 

jobs that American industry is famous, or infamous, 

£ on 

Now this strongly suggests that satisfaction with a 

job is not merely a function of the job. Rather it 

is a function of both the man and the job or ...a 

function of the man-job interaction." (p. 50). 
This argument is central to the findings of Hackman and Lawler (1971) and 
to the debate surrounding any massive redesign of jobs in industry (cf. 
Work in America) (see Chapter I and Appendix A). Individual differences 
aside, it is apparent that certain industrial changes including greater 


’ 


"continuous process technologies" and mechanization of work flows to some 


extent, and shifts towards service industry jobs not reflective of "white 
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collar factories" are reducing the general level of routine experienced 
by workers. "Newer technologies do hold forth the promise of signifi- 
cantly greater through-the-job satisfactions than many of the more tra- 
ditional jobs associated with manufacturing." (Sayles and Strauss, 1966, 
p. 79). The present study indicates a negative association between job 
routine and job satisfaction. Significantly, however, the majority of 
respondents experience medium to high levels of routine and are at medium 
to high levels of job satisfaction (Exhibit 3-8). Even though there is 
routine in their jobs and the routine tempers job satisfaction, the re- 
spondents are generally satisfied in absolute terms. This supports 
Blauner (1960) who argues in the following manner: 

"The studies of job satisfaction ... question the 

prevailing thesis that most workers in modern society 

are alienated and estranged. There is a remarkable 

consistency in the findings that the vast majority of 

workers in virtually all occupations and industries, 

are moderately or highly satisfied, rather than 

dissatisfied with their jobs." (p. 247). 

Perhaps at least a portion of the generally high levels of satis- 
faction reported by respondents is due to the second contextual charac-— 
teristic, job uncertainty, which is positively associated with job sat- 
isfaction. Job uncertainty presents the incumbent to a job with a measure 
of variety which is often cited as a correlate of job satisfaction (see 
Chapter I). Thus "managers get the same pleasure from the 'fielding' of 
the everchanging variety of problems that a baseball player gets froma 
championship game" (Sayles and Strauss, 1966, p. 74). Blauner (1964) 
provides a ready contrast between job uncertainty and job routine within 


industry in a discussion of variety and diversity. The element of changing 


technologies is also evident. 


j . 
I Se 
; Ay z! 
: 4 ri 
re 
, 7 s 
A 
4 oe 
: 
% 
he 
Sa 
mit 
yey 
rl 
cy 
@ 
¥ 
vf 
se: * 
j a 
“4 
4 
vf ( 
oe | 
we (94 ‘,! 
+ 
’ ¢ 
. a 
7 oe 
> ie , f 
1 
aa . 
‘ 
i 
a : wire ‘ 
fi =e 
1 — 
4 - 
I 
* 8, te 
Bu. oe) rol ee BF 
i i 
‘ —_i = 
1 
1 
P ; 
» ' 
wh 
=! 
(tf Bi r 


( he 
Melos . Pe | oe ean af yioR 3043 sane gehicve ; nen 1; 


-22 ge Th) meena” ea ait wet ist uy 


| im «vg Ee ae SPOS Re AG 
ee i : ’ a 
. ‘ o.3 - 


: \ a ; : Ty. \ 7 7s a he 
Khergn? a= y pee te ye? pa ope oni” 


Ls n ‘¢ 


pid ort sane) _ BRad oF 


“og Len) Sgn si aaa om oe 


Tova pre Hye %, esta tpl eae snail Q e 
suuiat’yisoks {Sanes gpa tata wer 7a 
i eh AT 609 | a bist! me sate esnips. i 
eye | readied) pk saliebsie wh i wkd oie : 


” 


nls Uae Winate? Sek +fy ‘Bes ito Sheds: ws 
sia wales’ s ti band iz tise chtemnaby ome | 


Vaedtebe! ancien! te¥ ete et sory onty cones 


a“ 


ela ida qghias tek Qe oskhulta 


cot a threat bogetitae tog teks aabts te) he 
a 2 vagy ony “he? wees hapa aaa ct yanede Laoge / 
ul a ee sipea sy eee | “ai fuctsivi ad wesidew a 
ter née yagi ts, vivte tebe S38 
uy fyeet! Liane dots: batt aBidea FO 


sia fi" maar a. vite 


aT piewbnogees ie basa ogo Aa 
os pu tt nhl vod wl Gai viel a aw og 2 


a 
“i Fe3 "ia al ito. notes 


fa ae ¢1 


tog Sc’ etsecoy dol teawhen eens HW) YS2S7 aes naven@’ 


eu a5 


4) .eeteerevid ban eowhaay 20 welveuonih = ef Ysae we, a4 
¥ : i I y é ® ** ve 
‘ yf es Pa 
; ; seehive gale ut eolpolonizad= 
‘ied f P { - J 4 


eee | is xe 
“* 
ng id 
< A i. 
= e 


EXHIBIT 3-8 CROSS TABULATION OF JOB SATISFACTION AND JOB ROUTINE 


JOB SATISFACTION SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 1 19 AE 62 
ROUTINE MEDIUM 10 219 177 406 

SCALE HIGH 10 68 31 109 
COLUMN TOTAL: Zo 306 Z50--: Wi) ea 
Technical Note: NS a i 4dao0f fsignificance = .00 


* EXHIBIT 3-9 CROSS TABULATION OF JOB SATISFACTION AND ROLE DEFINITION 


JOB SATISFACTION SCALE ROW 
LOW MEDLUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 3 20 LS: 38 
DEFINITION MEDIUM 10 Ls o> 262 
SCALE HIGH 8 129 140 277 
COLUMN TOTAL: Hag 306 230 577 
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"The extreme rationalization and division of labour 

in the textile mill and on the automotive assembly 

line result in jobs which are the ultimate in 

repetition and routine. The variety of jobs of: 

chemical workers in a continuous process plant is 

considerably greater. For maintenance workers, 

who make up 40 percent of the plant force, the 

very nature of their work disallows a repetitive 

cycle of operations, except for those tasks 

involved in regular prevention checks of equipment. 

Scheduling of maintenance work is determined by 

what piece of equipment breaks down, and there is 

obviously no way to standardize this." (p. 118). 
No doubt the chemical workers have an element of routine in their work, 
but they also have a measure of uncertainty. This uncertainty which 
presents itself in the form of machine breakdowns, or other new or un- 
foreseen problems, represents variety in the job. The variety is asso- 
ciated with a certain pleasure in the job site. Dealing with uncertainty 
presupposes a degree of discretion and responsibility on the part of the 
job-holder. Blau (1974) points out that "there is a fair amount of evi- 
dence that the exercise of discretion and responsibility increases satis-— 
faction at work" (p. 63). This scenario shows the inherent value in 
treating job uncertainty and job routine as separate organizational char- 
acteristics. The general impression derived from the data in the present 
study is that job satisfaction is supported by job uncertainty and ten- 
pered by job routine. Combinations are pursued in the following chapters. 

The positive association between job satisfaction and role definition 

suggests that respondents whose roles are more clearly delineated and con- 
fined experience higher levels of satisfaction. The cross-tabulation of 
job satisfaction and role definition reinforces the correlation coefficient 
of .11 (Exhibit 3-9). Stogdill (1966) argues that one prerequisite of 


morale in organizations is "a clear definition of roles, which permits 


each member to know what he is expected to do" (p. 38). There is a 
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concomitant requirement for enough latitude that the member can perform 
his job "with confidence and a feeling of accomplishment" (ibid.). Some 
role definition appears desirable, but it cannot become too restrictive. 
As a morale booster, the member must have a clear understanding of his 
part in the total system. Kahn et al. (1964) point out in a similar way 
that "ambiguity about role expectations tends to lead to dissatisfaction 
with the job in general and to feelings of futility" (p. 86). Again, 
role definition is related to job satisfaction, as in the present study. 
Apparent contrary evidence exists, Aiken and Hage (1966) in a study 
of alienation amongst professionals in sixteen health and welfare waeneiae 
found alienation from work to be positively associated with formalization 
measuresof job codification and rule observation, and with centralization 
measures of hierarchy of authority and absence of participation in decision- 
making. It may well be that these indicators are reflective of the degree 
of latitude given to incumbents in jobs, rather than to A eres of role 
definition within a differentiated structure. It is likely that this latter 
quality is being tapped in the present study which asks how precisely re- 
sponsibility and decision areas are laid down for respondents (Exhibit 2-7). 
Aiken and Hage, on the other hand, appear to pursue qualities of these 
areas which provides a more in-depth ae of the roles themselves. Thus, 
job codification, for example, is not simply the presence or absence of a 
job description but "reflects the degree to which job incumbents must con- 
sult roles in fulfilling professional responsibilities" (p. 502). In this 
sense, the Aiken and Hage paper may provide a logical extension of the 
present study. Their general finding is supported by Blauner (1960) who 
states that as a generalization "the greater the degree of control that a 


worker has (either as a single dimension or as a total composite) the 
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greater his job satisfaction" (p. 234). Neither study seems to preclude 

an understanding of role and thus the element of role definition as a part 
of organizations which have satisfied workers. Their attention is directed 
at particular qualities of the role structure, qualities which have no 
direct counterpart in the present study. 

Job change represents content modification over time in the job occu- 
pied by respondents, and has a positive correlation coefficient of .12 with 
job satisfaction (Exhibit 3-1). Higher levels of job change are typically 
associated with higher levels of job satisfaction (Exhibit 3-10). Previous 
analysis has shown that job routine mitigates against job change, while job 
uncertainty is associated with job change. Further, respondents in the 
present study have a negative bond between job routine and job satisfaction 
and a positive tie between job uncertainty and job satisfaction. The posi- 
tive correlation coefficient between job change and job satisfaction may 
reflect an affinity within the respondent group to changes in job routines 
over time which serve to introduce some variety into their jobs, even though 
they respond negatively to these routines in practice. Thus, the present 
conort is not reflective of the workers in Harwood reported by Tannenbaum 
(1966) and cited earlier, who resisted changes in routine. Respondents in 
the present study appear to welcome onanes in their jobs. Existing routines 
may still dampen the likelihood of change, and organizational uncertainty 
may still generate the need for change, but the (eventual) adoption of change 
is associated with increased job satisfaction. 

Hage (1965) treats organizational adaptiveness or flexibility as an 
organizational end which is measured in terms of the number of new programs 
introduced to an organization over the course of a year, or the number of 


new techniques brought forward in an organization over the course of the 
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EXHIBIT 3-10 CROSS TABULATION OF JOB SATISFACTION AND JOB CHANGE 


JOB SATISFACTION SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB - LOW 11 85 oF 155 
CHANGE MEDIUM 8 166 128 302 
SCALE HIGH Z 55 65 120 
COLUMN TOTAL: Zak 306 250 Sas 
Technical Note: Ao = ie 4doff significance = .02 


EXHIBIT 3-11 CROSS TABULATION OF JOB SATISFACTION AND GROUP COHESION 


JOB SATISFACTION SCALE ROW 
LOW MEDIUM HIGH TOTAL 


(Number of Respondents) 


JOB LOW 6 13 5 24 
COHESION MEDIUM 14 184 136 334 
SCALE HIGH al 109 109 219 
COLUMN TOTAL: ZL 306 250 Sint 


Technical Note: A = 42.6 .-4do0ff significance = .00 
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.year (p. 265). As an organizational end or performance outcome (cf. Pugh 
Civdie, 1963) aeennd Aiken, 1967) the concept of adaptiveness and its 
operational measures are viewed as a possible consequence of organizational 
means or structure. In this sense, certain structural sets and conditions 
are related to certain ends or performance outcomes (cf. Chapter I). 
Performance outcomes may, however, be related to one another as an addi- 
tional source of organizational insight. In this view, Hage and Aiken 
(1967) found a positive correlation between rate of program change and job 
satisfaction in sixteen social welfare agencies (p. 484). Relating this 
finding to the present study, it seems likely that program change would 
bear out in job change as a structural construct in organziations. Pro- 
gram change is more prominent in decentralized, more complex and less 
formalized settings (ibid.). The program change itself may be perceived 
by incumbents as a job change, a perception that management perhaps would 
not take exception to in general, given the decentralized nature of the 
structure and the high professional content of the work force. Profes- 
sionals in professional organizations are often given more latitude in 
defining and relating to their jobs than are professionals in non-profes- 
sional organizations which adhere more to bureaucratic principles (cf. 
Etzioni, 1964, Chapter 9). The Hage sae Aiken data are then interpreted 
as supportive of the general findings in the present study that job change 
and job satisfaction are positively correlated. 

Group cohesion and job satisfaction have a positive correlation co- 
efficient of .22 (Exhibit 3-1) and medium to high levels of group cohesion 
are associated with medium to high levels of job satisfaction (Exhibit 3-11). 
It appears if general that respondents experience greater job satisfaction 


when they perceive themselves to be. in work units that are characterized by 
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the members getting along, sticking together and helping each other 
relative to other work units in the operation. Blauner (1960) argues that 
"there is much evidence to support the proposition that the greater the 
extent to which workers are members of integrated work teams on the job, 
the higher the level of job satisfaction" (p. 239). Triandis (1966) cites 
Seashore (1954) as reporting "that high cohesiveness was related to less 
job-related anxiety" (p. 74) which probably is reflected in increased job 
satisfaction. Stogdill (1966) argues that job satisfaction and group 
cohesion are directly related (p. 36). Hackman and Lawler (1971) report 
positive correlations between general job satisfaction and two group 
measures of dealing with others and friendship opportunities (p. 229). 
Work in America (1973) has the following passage within its summary of 
the nature of work dissatisfaction in American industry: 

"Most people are more satisfied to work as members of 

a group than, in) isolation. Workers prefer jobs that 

permit interaction and are more likely to quit jobs 

that prevent congenial peer relationships." (p. 95). 
Burns and Stalker (1961) associate the worker in isolation as parcel to 
the mechanistic form of organization, and the worker as part of inter- 
active groups as central to organic organizations. Hage (1965) in turn 
ties low job satisfaction to the mechanistic model, and high job satis- 
faction to the organic (or organismic) model (p. 272). Technological 
imperatives in the interests of productivity may restrict the encourage=- 
ment or development of groups and group cohesion, but generally speaking, 


it appears persons are more satisfied when working in cohesive groups. 
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CHAPTER IV 
A PERSPECTIVE ON JOB CONTEXT AND HIGHER ORDER 


RELATIONSHIPS AMONGST ORGANIZATIONAL CHARACTERISTICS 


A. A PERSPECTIVE ON JOB CONTEXT 


The contextual characteristics of job routine and job uncertainty 
represent two aspects of the technology of jobs in the organization. 
Technology in this sense represents the flow of activity in the job 
commencing with a stimulus, moving through a (potential) stage of 
problem-solving and concluding with a response. Job routine relates 
to overall standardization within this flow. Job uncertainty represents 
the incidence of new problems or unforeseen matters and a constant 
switching between things as part of this technology, which together or 
periodically require the job incumbent to develop new skills or acquire 
fresh knowledge. Jobs may be more or less routinized at any and all 
stages of the technology and the level of overall routinization is 
indicated in the job routine characteristic. Problems, unforeseen 
matters, task switching and skill upgrading can similarly arise at any 
and all stages of the technology, and the general level of this circum- 
stance is indicated in the job uncertainty characteristic. Together, 
job routine and job uncertainty represent the context of the job. 

In order to examine the relationship of these contextual character- 
istics to each other and to structural and performance characteristics, 
two sets of job routine and job uncertainty scales are developed. The 
first set, designated as set eee a priori in nature, and is formulated 
on the basis of relative scale score levels in the organizational char- 


acteristic. Scores in both job routine and job uncertainty are in the 
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range of 4 to 20 (Exhibits 4-1 and 4-2). Respondents are grouped as low 
in each characteristic in the score range 4-8; as medium in the score 
range 9-15 and as high in the score range 16-20. This distribution is 
a priori in the sense that the ranges are imposed on the data. Respond- 
ents measuring low in the a priori scale are judged as low because they 
fall within the bottom level of the total score range. Similarly, respond- 
ents measuring medium in the a priori scale are classified medium because 
they fall within the middle level of the total score range; and respondents 
measuring high are in the top end of the total score range. The advantage 
of this scale is that it reflects relative positions on the scale itself. 
Thus a respondent is judged not in terms of the general response to the 
characteristic, and therefore, is not low, medium or high because of the 
way the person matches against other respondents, but the respondent is 
classified in terms of the scale itself. The strength in this approach 
hinges on the accuracy of the survey instrument to distinguish amongst low, 
medium and high in any true sense of relative positions. To the extent 
that this may not be the case, this approach has an inherent disadvantage. 
No data were collected to validate the a priori scales. The original 
scales, however, are drawn from acknowledged experts in empirical research, 
and the mid points are suggestive of moderate levels of the characteristics 
in focus. For these reasons, a certain confidence can be placed in the 
a priori scales to reflect relative positions of respondents on the char- 
acteristics measured. 

Th order to provide depth to the initial profile and to circumvent 
hesitancies in the a priori scales, a second set of scale values is con- 
structed on an a posteriori or empirical basis. Respondents in both job 


routine and job uncertainty are divided into three groups roughly equivalent 
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EXHIBIT 4-1 JOB ROUTINE SCALES 


A Priert A Posteriori 
Job Routine Sclaes - Job Routine Scales - 
Job Routine Set A. Scales Based Set B. Scales Based 
Characteristic on Relative Scale on Relative Scale 
Score Levels Score Levels 
Score Respondents Score Respondents Score Respondents 
a) te Se), 
4 2 -3 3 
5 ya rye 7 Low Job Routine 
6 iv 1619 93226 4-89" 62) “RODS LOLF Low Job Routine 
if Dg lO ma OGte tee 2S, S069 36.9 
8 26 ae Oe 
) 42 Tice ieee he A) 
10 oy, ee PAT ee) 
is! ny OP Ours Seo Medium Job Routine 
ee 87 PH. 9220 9-15" 406 7024°)8L.1 Medium Job Routine 
13 OS ie? aoe a Doe PAO TB yee, 1208 
14] Si) 959. 1208 
i5 48 elo ke aroy tne | 
16 39 626) sv -9 High Job Routine 
17 32 Di Ore PS =20 et or ge ae, 1100 0 
18 7a, 3h6 Oss High Job Routine 
19 10 No ere ker) 16-20 109 18.9 100.0 
20 Hf te 2210026 
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EXHIBIT 4-2 


Job Uncertainty 


Characteristic 

Score Respondents 
No. (%) (Cum 
4) 
4 <5) “8 
5 4 7 ee 
6 Iga 20 
i 15 236 31574 
8 18 eye! 3.3 
2 40 O09 hae) 
10 43 Tao Zea 
it 1 ip LANS) eb ry 
az 64 eh 46.3 
13 74 a6, Sie ee 
14 71 IAS S 71.4 
ES 50 Soy 80.1 
16 62 1@ 87 908 
a eye! Sel So.5 
18 12 Zak 98.6 
ie) 4 if pede} 
20 4 + F¥eLOOSO 
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_Job Uncertainty Scales 


- Set A. Scales Based 
on Relative Scale Score 
Levels 

' Score Respondents 
No. (4%) (Cum 


zs) 


Low Job Uncertainty 
4-8 48 Seo 8.3 


Medium Job Uncertainty 


9-15) 414 e Shs 80.1 


High Job Uncertainty 
16-20 115 19.9 100.0 
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JOB UNCERTAINTY SCALES 


A Posteriori 

' Job Uncertainty Scales 
—- Set B. Scales Based 
on Relative Scale Score 

Levels 

' Score Respondents 

(Cum’ 
A) 


No. (Z) 


Low Job Uncertainty 
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Medium Job Uncertainty 


IDA e709 S622 71.4 


High Job Uncertainty 
15=Z202 6a 8" 2 O05. 100.0 
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to equal numbers of respondents. Unfortunately, large numbers of respond- 
ents at split points in the sample make equal groupings impossible. Re- 
spondents measuring low on the a posteriori scale are low in the sense that 
they fall into the bottom group of respondents of the total score range. 
This represents the score range 4-11 in each instance, and yonreoenre 36.9% 
of the respondents in job routine, and 35.2% of the respondents in job 
uncertainty. Respondents measuring medium on the a posteriori scale are 
the middle group of respondents in the range of response. In each case, 
this represents the score range of 12-14. Strictly speaking, it may be 
more accurate in the case of job routine to have the split at 13, since 

the difference between 62.9% and 66.7% is less than the difference between 
66.7% and 72.8%, and ideally the split is made at 66.7%. However, a split 
at 62.9% of the cumulative percentage on job routine would subsequently 
compare to a split at 71.4% on the job uncertainty scale. This large 
difference between scales would result in substantially more respondents 
falling into medium job uncertainty than medium job routine, and would be 
the result of a 2.3% difference in the job routine response levels. It 

is therefore decided to treat both distributions in a like manner, and have 
the same score range for each. This amounts to the next 35.9% of the job 
routine respondents, and the next 36.2% of the job uncertainty respondents. 
Since these two groups are almost the same in percentage terms, a further 
defense is mustered for the split at 14 rather than 13 in the job routine 
scale. The group of respondents at the top end of the respondent range 
are designated as high in terms of routine and uncertainty on the 

a posteriori scale, and fall in the range 15-20 in each instance. This 
represents 27.2% of the job routine Pere ieric and 28.6% of the job 


uncertainty characteristic. A more in-depth note on scales appears as 
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part of Chapter II. The job routine and job uncertainty scales are pro- 
vided in Exhibits 4-1 and 4-2 respectively. . 

The relationship between job routine and job uncertainty appears 
complex. Hickson et al. (1971) point out that "most studies that refer 
to uncertainty contrast it with routinization, the prior prescription of 
recurrent task activities" (p. 546). In the present study, the negative 
correlation coefficient of -.40 between the two characteristics supports 
this contrast. A complete contrast would suggest that in general, high 
job routine would be associated with low job uncertainty, medium job rou- 
tine would be associated with medium job uncertainty, and low job routine 
would be associated with high job uncertainty. As evidenced in Exhibits 
4-3 and 4-4, this is not found to hold in the present study. Eight points 
of deviation from a complete contrast occur, as noted in Exhibit 4-4. The 
table is referenced later in the chapter in relating context to all of 
context, structure and job satisfaction in the work place. Perhaps the 
complexity of the relationship is revealed in the basis of ae and 
uncertainty as organizational characteristics. 

Organizational design and action can be analyzed in terms of organ- 
izations coming to grips with conditions of uncertainty (Thompson, 1967) 
and formulating routines with which to proceed. Uncertainty may be 
generated as a consequence of the environment in which the organization 
is operating, or within the organization's essential technology (ibid., 

p- 1). Both may play a role, and indeed, one may be linked to the other. 
Technology in this sense represents the transformation of organizational 
inputs into outputs. Hickson greene (1969) distinguish amongst operations, 
materials, and knowledge technologies. Scott (1975) examines each of these 


divisions in terms of emphasis on inputs, throughputs and outputs, and 
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EXHIBIT 4-3 RESPONDENTS GROUPED IN TERMS OF LEVELS OF 
JOB ROUTINE AND JOB UNCERTAINTY 


SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS (A Priori Scales) 


LEVEL OF JOB ROUTINE ROW 
TOTAL 
HIGH MEDIUM LOW 


LEVEL LOW 20 26 2 48 

OF MEDIUM 84 300 30 414 

JOB HIGH 5) 80 30 BBS 
UNCERTAINTY 

COLUMN TOTAL: 109 406 62 Dy? 


SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS (A Posteriori Scales) 


LEVEL OF JOB ROUTINE ROW 
TOTAL 
HIGH MEDIUM LOW 


LEVEL LOW 87 AD AL 203 

OF MEDIUM eps 78 80 209 

JOB HIGH 1g 59 92 165 
UNCERTAINTY 

COLUMN TOTAL: Ly. 207 Zh sel 
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EXHIBIT 4-4 MODAL RELATIONSHIPS IN LEVELS OF JOB 
ROUTINE AND JOB UNCERTAINTY USING 
A PRIORI AND A POSTERIORI SCALE SETS 


A. LEVELS OF JOB ROUTINE AND MATCHING LEVELS OF JOB UNCERTAINTY 
FOR MODAL GROUPS 


One-to-One Set A - Scales Based on Set B — Scales Based on 
‘Relationship Relative Scale Score Relative Response Score 
Complete Contrast Levels (A Priori Scales) Levels (A Posteriori 

Scale) 
Job Job Job Job Job Job 
Routine Uncertainty Routine Uncertainty Routine Uncertainty 
1. High - Low High om Medium* High = Low 
2. Medium - Medium Medium - Medium Medium - Low-Medium* 
se 
3. Low - High Low - Medium-high Low —- Medium*high 


B. LEVELS OF JOB UNCERTAINTY AND MATCHING LEVELS OF JOB ROUTINE 
a ce eee ee PUB ROU LN 
FOR MODAL GROUPS 3 


One-to-One Set A - Scales Based on Set B - Scales Based on 


Relationship Relative Scale Score Relative Response Score 
Complete Contrast Levels (A Priori Scales) Levels (A Posteriori 
Scales) 
Job Job Job Job Job Job 
Uncertainty Routine Uncertainty Routine Uncertainty Routine 
4. Low | -. High Low - Medium@High Low - Medium*High 
5. Medium - Medium Medium - Medium* Medium - Low=Medium 
6. High —- Low High - Medium* High — Low 


* point of deviation from complete contrast 
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categorizes areas of research and analysis in terms of the nine resulting 
groupings. Job technology in the present study refers to the stimulus - 
problem-solving - response sequence which is central to jobs as they exist 
(cf. Perrow, 1970; March and Simon, 1958). Two aspects of the job tech- 
nology are the degree of routine which is prevalent and the element of 
uncertainty present. Both aspects are affected by the materials, opera- 
tions and knowledge technologies in practice in organizations. Following 
Scott (1975), the variability of stimuli or number of exceptions encountered 
in the job (cf. Perrow, 1970) is representative of materials technology, 
and affects existing levels of routine and uncertainty in the job. Simi- 
larly, regulating environmental inputs (cf. Thompson, 1967), integrating 
workflow (cf. Pugh et al., 1969) or working in different levels of technical 
complexity (cf. Woodward, 1965) is representative of operations technology, 
and affects existing levels of routine and uncertainty in the job. The Hage 
and Aiken (1968, 1969) measure of job routine is classified as operations 
technology according to Scott (ibid.). Thirdly, the notion of analyzability 
of search (cf. Perrow, 1970) is representative of knowledge technology, and 
affects routine and uncertainty in the job, perhaps most directly in the 
problem-solving stage as outlined by March and Simon (1958). Thus the 
measures of job technology employed and operationalized in the present study 
represent general conditions of routine and uncertainty experienced in the 
job, and are a function of different aspects of the materials, operations 
and knowledge technologies practiced by organizations. It is not unexpected 
that their relationship would be complex. 

Differentiation amongst jobs in line with specialization of labour 
precepts and integration of jobs and parts of the organization into a 


functional whole in line with organizational goals connotes organizational 
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structure. It includes measures of role debimipion.) job change and 
group cohesion as operationalized in the present study. In line with 
Pugh et al. (1969) the organizational structure in eee may have 
significant associations with the context in which it is developed (see 
Chapter I). Context to these researchers is viewed in terms of elements 
as origin, ownership and control, size, charter, technology, location, 
resources and dependence (p. 63). Technology as measured in terms of 
workflow integration proves to have decided associations with the struc- 
tural factors of structuring of activities, concentration of authority 
and line control of workflow. It is appropriate in the present study to 
probe relationships in evidence amongst the contextual characteristics 
of job routine and job uncertainty, and the structural characteristics 
of role definition, job change and group cohesion. Different contextual 
(or job technology) combinations, for example, may be disposed to certain 
structural conditions, while other contextual combinations may be related 
to alternative structural ‘conditions. Hall (1972) argues in the following 
way: 

"If administrative and organizational procedures 

are highly nonroutine and are laden with problems 

and new issues, a less complex, less formalized 

system would be expected." (p. 120). 
The context outlined involves low job routine and high job uncertainty as 
measured in the present study, and Hall suggests that this context or job 
technology setting is probably associated with a less complex, less for- 
malized structure. This may be indicated in low role definition, high 
job change and high group cohesion in the present study. In a similar 
vein, bonds of association between individual contextual characteristics 
and structural characteristics are appropriate to study. Further, one 


of the essential outcomes of the work situation is job satisfaction. 
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The contextual and structural characteristics of a job amongst other 
factors come to bear on job satisfaction realized in the job site. The 
orientation of examination is therefore extended to include the study of 
bonds of association between job satisfaction and contextual and strue- 
tural characteristics, particularly in different contexts or job tech- 


nology settings and in terms of specific structural characteristics. 


B. INTRODUCTORY NOTE TO HIGHER ORDER RELATIONSHIPS AMONGST 


ORGANIZATIONAL CHARACTERISTICS 


Zero-order correlation coefficients between two organizational char- 
acteristics provide an overall summary of fundamental relationships between 
characteristics, but hide the underlying dynamics amongst a number of 
organizational characteristics (Heydebrand, 1973). It is therefore desir— 
able to move beyond simple intercorrelations by controlling for other 
specific characteristics which bear on fundamental relationships to uncover 
more specific information about relationships amongst organizational char- 
acteristics. The use of controls implies higher order relationships. For 
example, in the present study there is a zero-order correlation coefficient 
of -.13 between role definition, a structural characteristic, and job un- 
certainty, a contextual characteristic. At the same time, there is a posi- 
tive correlation coefficient of .28 between role definition and job routine, 
the other contextual characteristic. It is appropriate to ask whether these 
two intercorrelations are independent of movements in the contrasting con- 
textual characteristic, or whether the base findings actually disappear 
when the other contextual characteristic is considered and controlled. 


When one characteristic is controlled in this manner, and the subsequent 
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relationships are compiled and examined, the exercise represents the 
development of higher order relationships. 

Statistically, higher order correlation coefficients may be derived 
through partial correlation techniques. Partial correlation serves in 
one sense to remove the effect oe control characteristic from the asso- 
ciations between two other organizational characteristics. Following Nie 
et al. (1975), job routine may be controlled in studying the relationship - 
between role definition and job uncertainty by formulating a "predicted" 
series of values of role definition and job uncertainty based on their 
correlation with job routine, subtracting the "actual" series of values 
from the predicted values, and then compiling a correlation coefficient 
based on the "residual" value series of role definition and job uncertainty. 
These residuals are devoid of the effect of job routine, and the correla- 
tion coefficient between them represents the partial correlation coeffi- 
cient between role definition and job uncertainty controlling for job 
routine. If the partial correlation is the same as the zero-order or 
fundamental correlation, then it might be said that the zero-order corre- 
lation is independent of the effect of the control characteristic. Changes 
in the correlation coefficient might in turn be explained in terms of 
control characteristics and the oh aa base of the study. 

Heydebrand and Noell (1973) used control procedures on selected 
variables in their study of task structure and innovation in professional 
organizations. In terms of the contextual variable size and its effect 
on the innovation in organizations, the authors note that "the simple 
correlation f (r = .32) between size and innovativeness does not accurately 
portray the slightly curvilinear relationship between the two variables 


that indicates that R & D projects occur most frequently in moderately- 
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sized agencies, rather than in very small or very large ones" (p. 317). 
Conceptually, this demonstrates the value of examining correlation coef- 
ficients within levels of contextual variables, a procedure adopted in 
the present paper. The authors continue their study of size in the 
following manner: 

"Secondly, size is an important determinant of 

task complexity, that is the number of branches 

and the number of programs ... The effect of 

size on innovativeness is, therefore, an indirect 

one since it is mediated by task structure 

variables. Once these variables are controlled, 

the effect of size disappears and becomes even 

slightly negative suggesting that large agencies 

are somewhat less likely to innovate than smaller 

and medium-sized agencies." (pp. 317-318). 
Thus, it is apparent that all variables might be studied in terms of one 
another within a coordinated analytical framework in order to uncover 
the true dynamics of the organizational characteristics in focus. Control 
procedures provide a statistical tool which assists in the process. This 
orientation to the present study is similarly adopted. 

Aiken and Hage employ partial correlations extensively in their 
research. In their study of alienation (1966) they point out in support 
of multivariate analysis that "one of the problems confronting the social 
scientists is determining the effect of a variable independently of all 
others" (p. 504). The use of partial correlation techniques allowed them 
to argue in relating two measures of centralization to alienation that 
"participation in decision-making is more closely associated with work 
alienation than hierarchy of authority when the effect of each is con- 
trolled" (ibid.). Similarly, by controlling both measures of centraliza- 
tion and the job codification measure of formalization, the researchers 


were able to isolate the element of rule observation as being the singular 


most significant factor in influencing alienation from expressive relations. 
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"Among the four structural properties examined in this analysis, rule 
observation still has the strongest relationship with alienation from 
expressive relations when the effect of other variables is controlled." 
oe 05): 

An alternative procedure which may be used to control certain vari- 
ables while studying the relationships amongst a number of organizational 
characteristics involves regression techniques. Blau (1974) discusses 
the usage of control procedures and regression analysis in contrast to 
the usage of contingency tables: 

"To discern how some conditions in organizations 

influence others requires not only data on many 

cases ... but also controlling various correlates 

of a given condition to abstract its particular 

influence on another ... Whereas contingency 

tables make the interaction effects that reflect 

the distinct significance of the constellations 

of several organizational attributes apparent, 

interaction effects are easily overlooked and 

must be specifically searched for in regression 

analysis." (pp. 217-218). 
The results of regression techniques are comparable to the usage of partial 
correlation techniques in practise as an exercise in developing higher 
order relationships amongst organizational characteristics (cf. Aiken and 
Hage, 1966). Similarly, Blau's critique of contingency tables, particu- 
larly evident in restricted sample sizes, is comparable to the difficulties 
perceived in the analysis of zero-order correlation coefficients. 

The focus of attention in the present study is relationships amongst 
contextual, structural and performance characteristics of organizations, 
with particular attention accorded to job satisfaction as a performance 
characteristic. Central concern is directed to relationships between 


organizational characteristics in different contexts. In this sense, job 


routine and job uncertainty are controlled in developing an understanding 


aoe o® Z¥ r > 


nf micah yh age? y, weed meee I aa suse I *, int enti 


' a me . nh 
p = ays > ct 
i lig —P rienk & wit fe beet one sad 
alistnn laen fea ane A i gitiainat sat od ame 
E ni ) o~ <i if alll 
' att .4 vote apy satire Se Mas aa 
jee 
eka 2 ee oc. tae te Dd shes 
4a te’ @ Hane 4 ay Gide Jatokingw? aif amigiore of 
n cok De 4 
i a a in ie jet eg so teats wreheyiab a2 
» yeas Welbe bascgo } bs Siti need pone Saxspom S 
146. dina con vgnbano: whi 
cut he EE: eto hsttee> sara wet esasett or 
“gg ce eS BB! Bhar Fen Hsaeapek tm) anal tak, iG: 
ue ioe tepiver gotiiqaimis Wale oR -a% eet, 
-o Mal a See Met 404 54ecR G2. ates anes cevie “o be 
) ay we eda.) .. | T0Ieds an SeaneestEAE 06 
‘<2 1G eke best etait y wrtabaege ‘ae gale and dat, sual | 
cas : jada ott 1a epmadlt fable qoeriaih ag ai - 
: : mes worerbriss Larataeaseneet teueres 36). 
‘typ jane vidabe s1o gtjaile qotdagzsdnk) 
as a4 une sil Dodd sae gibasthe meee ad fee 
‘hpaaalioee ay, * Pcahsh enc ated! | 
aie 
rng Jeg camper use aquaria nigh enter, eahus 
ns? bares 
4 ye whines mH th Sektvarg nz eeutevines Ree 
a A uy ; ae + = ce =— a) 
line 4 ‘ vatomaanuds Pade. ye scteeny me degocion aio ne 2 h 
<= ‘ 12) wes ‘onan ‘tac ie « (9 )75 a wil oxtaatinta, ie x ’ ! 
a i ie . > £2 @) : he Ts oie if tg 
Howe" Sh y alauseene PA . esate -algewé Betala teat ns pene (ae La 
" “oD gaz A ve AF ; adie orl aa 
A RPLVO 1st. mbeebi tony. y shee HIE a? (i ceeie sn? o. hevrasst 
ia ; 7 “ret : age i) 3 2 ek? “s ae 
PE ay Stiieerst 7 isa eins y! Pee ht. AA Whe ae 4 va ie wit? a 
Ce : ee ya he ict eae 14 oore ie 
7 a Mv ee | Oe i> epuker rrobsaR Dye, : Paange sankeaie Ten kote g 
; ; a fl * J ake . i © a 
a ok | ee iit jgeees a2’ G0 apbapege ive mabaue9de sralvaiaiag “3 
: Solan phere Celi, me 299709719. st rept ‘eae yubsetxetnase 
: Pm | re + - aa 7 Pd ay a 
He -€ 4 tess aT , mal’ ~ ee Lapa 707 ihe: at dah exepa cmt: pare 
26 Wet 7 a : ne *) SP oly 5 


a ee 


i al sa yp 


7 ci : : =H 
se = i a, 
Mi al er : ! 


of organizational context, structure and job satisfaction. Two procedures 
are used. The first involves partial correlation techniques. The second 
procedure involves the compilation of zero-order correlation coefficients 
within specific levels of job routine and job uncertainty, and the appli- 
cation of partial correlation to these levels of routine and uncertainty. 
To simplify analysis, the exhibits are constructed in such a manner that 
only statistically significant coefficients are shown. Further discussion 


of correlation techniques appears in Chapter II. 


Ce GENERAL CONTROLS ON CONTEXTUAL CHARACTERISTICS 


In order to examine relationships designated as fundamental (Chapter 
III) in terms of bonds of association with contextual conditions, while 
holding other contextual conditions constant, and in order to uncover the 
apparent independence or dependence of organizational relationships 
established at the zero-order level of correlation, the effects of job 
routine and job uncertainty on the basic correlation matrix are removed 
separately, resulting in two series of first-order correlations, and 
together, resulting in a second-order correlation series. Results of 
this procedure appear in Exhibit 4-5. 

Partial correlation coefficients between structural characteristics 
are insignificant when contextual characteristics are controlled. It 
seems that role definition and job change, which are negatively related 
at the zero-order level, do not have patterned associations when job 
routine and job uncertainty are removed from the data. Perhaps jobs can 
be and are perceived as biadeingeretardiess of the degree of role defi- 
nition in place, when job routine and job ne eS are held constant. 


To the extent that these characteristics both enter as variables, however, 
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the more jobs are defined, the less likely job change appears to be. As 

an additional note in this relationship, a partial correlation coefficient 
of -.08 appears between role definition and job change when group cohesion 
is controlled, suggesting that the structural linkage is independent of 

the third structural characteristi¢ in the study. When all of job routine, 
job uncertainty and group cohesion are controlled, no intercorrelation 
between role definition and group cohesion appears, as expected. 

Partial correlation coefficients ea eee definition and job rou- 
tine while controlling job uncertainty, and between job change and job 
uncertainty while controlling job routine, confirm oe positive associa- 
tions in each of these sets of contextual and structural characteristics 
which lack orthogonality in the factor analysis (Chapter II). It appears 
that higher levels of job routine are associated with higher levels of 
role definition, independent of job uncertainty encountered; and higher 
levels of job uncertainty are associated with higher levels of job change, 
independent of job routine encountered. The partial correlation coeffi- 
cients are marginally lower than the zero-order coefficients, but the 
general strength of association appears in tact. 

The relationships between group cohesion and the contextual charac- 
teristics are confirmed as somewhat raeeondait of the effects of the 
opposing contextual characteristic, although in both instances the strength 
of association is reduced. Thus, group cohesion and job routine are 
negatively associated, while controlling job uncertainty, and group cohesion 
and job uncertainty are positively associated while controlling job routine. 
On the other hand, negative relationships between role definition and job 
uncertainty and job change and job routine both disappear when the opposing 


contextual characteristic is controlled. These latter relationships are 
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therefore not independent of the effects of the other contextual charac- 
teristic. It may be, for example, that job change and job routine ie 
not negatively related in certain levels of uncertainty, while they are 
in other levels of uncertainty. This notion is pursued in the next sec- 
tion of the chapter. Overall, it appears that both contextual character- 
istics bear on the relationships between structural and contextual char- 
acteristics except in the cases of role definition and job routine and 
job change and job uncertainty, which are both positively and independ- 
ently associated with each other. The ties between group cohesion and 
contextual characteristics are somewhat but not totally independent of 
the opposing contextual condition. 

The partial correlation coefficient between job satisfaction and 
job routine controlling job uncertainty suggests an independent negative 
relationship between these characteristics, although the strength of 
association is somewhat reduced. The partial correlation coefficient is 
-.24 compared to the zero-order coefficient of -.29. On the other hand, 
the positive association between job satisfaction and job uncertainty, 
reflected in a correlation coefficient of .18 at the zero-order level, 
is reduced to .07 when job routine is controlled. Apparently job routine 
affects this relationship, and perhaps apaeetien RN levels of routine are not 
marked by increased satisfaction with increased uncertainty. This point 
is pursued in the next section of the chapter. 

Relationships between job satisfaction and each of the structural 
characteristics are positive at the zero-order level of correlation and 
remain positive when job routine and job uncertainty are partialled out 
separately. In the case of role definition and job satisfaction, the 


partial correlation coefficient is .21 when job routine is controlled and 
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.14 when job uncertainty is controlled, both higher than .11 at the 
zero-order level. Respondents may well be favourably disposed to higher 
levels of role definition, particularly in increasing levels of uncertain- 
ty, when job routine is held constant. Role definition provides the in- 
cumbent to a job with a knowledge of what the job encompasses and what the 
incumbent's role is to perform. Apparently, persons are not adverse to 
role definition. Simon (1960) argues in the following way: 

"Nor does creativity flourish in completely 

unstructured situations. The almost unanimous 

testimony of creative artists and scientists 

is that the first task is to impose limits on 

the situation if the limits are not already 

sivens: (pe 20) 
Role definition serves as a structural measure to impose these limits. 
People respond favourably to some job uncertainty and some job routine 
(ibid.). These are contextual aspects of the job. Within the structure 
of the organization, people also may well respond favourably to a level 
of role definition. This allows them to know what is expected of them 
and what authority they have. Increased uncertainty may generate the 
need for increased role definition when routine is held constant. Persons 
respond favourably to this situation. It is important to recall that role 
definition represents a condition of general structure and not qualities 
of the structure. 

Job satisfaction and job change are positively associated at the 

zero-order level and at each of the first-order levels of correlation. 
The partial correlation coefficients are both somewhat lower than the 
basic intercorrelation of .11, however, suggesting that the levels of the 
opposing contextual characteristic may have an impact on fundamental 


relationships between job satisfaction and job change while controlling 


for one contextual condition. The positive association between job 
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satisfaction and group cohesion remains at much the same level when 
either of job routine or job uncertainty is removed from the data. This 
is expected since the characteristics are not strictly orthogonal in the 
factor analysis, and an independent association may therefore be antici- 
pated. 

Job satisfaction is positively associated with both role definition 
and group cohesion when both contextual characteristics are controlled, 
whereas the relationship between job satisfaction and job change disappears. 
It appears that respondents like to know what is expected of them and to 
work in groups, independent of job contexts. Levels of routine and uncer- 
tainty, however, bear on the bond between job satisfaction and job change. 
It is appropriate to ask whether or not these associations are independent 
of other structural conditions. A series of third and fourth level corre- 
lation coefficients has been constructed between job satisfaction and the 
structural characteristics, holding specific structural aspects constant 
with context and thereby isolating independent associations. This series 
appears as Exhibit 4-6. The positive associations between job satisfaction 
and both role definition and group cohesion are confirmed as independent 
relationships. When all of context, role definition and group cohesion 
are controlled, a positive partial ear ck coefficient of :07 is found 
between job satisfaction and job change (column 5). This relationship 
disappears when only group cohesion is controlled (column 3) with context, 
but remains steady when only role definition is controlled (column 1) with 
context. Apparently the level of group cohesion and job context experienced 
affects the relationship between job satisfaction and job change. This may 
suggest that respondents might favour group cohesion as a suitable surrogate 
for job change in certain instances as a structural source of job satisfac- 


tion. This tie becomes more evident later in this chapter. 
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EXHIBIT 4-6 HIGHER ORDER CORRELATION CQEFFICIENTS. BETWEEN 
JOB. SATISFACTION AND STRUCTURAL CHARACTERISTICS 
WITH CONTROLS ON CONTEXTUAL CHARACTERISTICS AND 
SPECIFIED STRUCTURAL CHARACTERISTICS 


A. . THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, JOB 
UNCERTAINTY AND SPECIFIED STRUCTURAL CHARACTERISTICS. 


(1) Role £2). Job (3) Group 


Definition Change Cohesion 
13. Job Satisfaction - Role Definition * s22 S22 
14. Job Satisfaction - Job Change SOY * 
15. Job Satisfaction - Group Cohesion Re] <19 * 


B. FOURTH ORDER CORRELATION CONTROLLING JOB ROUTINE, JOB 
UNCERTAINTY AND SPECIFIED STRUCTURAL CHARACTERISTICS. 


(4) Role (5) Role (6) Job 
Definition Definition Change and 


and Job and Group Group 
Change Cohesion Cohesion 
13. Job Satisfaction — Role Definition * * ao 
14. Job Satisfaction - Role Definition * | 07 * 
15. Job Satisfaction - Group Cohesion «19 * * 


Technical Note: All coefficients significant at .05 level 
* coefficient removed by control procedure. 
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In summary, introducing controls on the contextual characteristics 
to the basic intercorrelations provides some information on relationships 
amongst organizational characteristics, The sets of characteristics 
which lack orthogonality in the study are confirmed as independent of 
context, although fundamental correlation coefficients are reduced in 
strength when one of the contextual characteristics is controlled. It 
appears that both job routine and job uncertainty bear on a number of 
the relationships in the organizational characteristics in general. 
Structural characteristics remain independent of one another when context 
is controlled, and all are positively and generally independently asso- 
ciated with job satisfaction. A chart indicating a general interpretation 


of these findings appears as Exhibit 4-7. 


D. RELATIONSHIPS AMONGST ORGANIZATIONAL CHARACTERISTICS WITHIN 


LEVELS OF JOB ROUTINE AND JOB UNCERTAINTY 


1. Prelude to A Priori Scale Data 


The contextual characteristics of job routine and job uncertainty 
are not representative of a simple one-to-one contrasting relationship. 
Further, evidence suggests that tts of the relationships amongst 
contextual, structural and performance characteristics are independent 
of conditions in the contrasting contextual measure, while other rela- 
tionships are affected by both contextual characteristics. Fundamental 
intercorrelations for the respondent group as a whole may vary amongst 
levels of job routine and job uncertainty. Univariate one-way analysis 
of variance procedures on a priori scales indicate that the mean values 


of organizational characteristics are generally significantly different 
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EXHIBIT 4-7. ORGANIZATIONAL CHARACTERISTICS IN TERMS 
OF CONTEXT, STRUCTURE AND PERFORMANCE: 
AN UPDATED CHART 
CONTEXTUAL 
CHARACTERISTICS JOB ROUTINE ¢€——— - —> JOB UNCERTAINTY 
PR A 4 
‘ \ / / 
\ / / 
\ / 
‘S 
/ 
\ 
; ¥ ee 
STRUCTURAL ROLE DEFINITION GROUP COHESION / JOB CHANGE 
CHARACTERISTICS be A } pe 
\ 
\ / 
\ / / 
: 4 
+ + / 
\ t / 
e (ey 
peck 
/ 
PERFORMANCE ~ Vy 
CHARACTERISTICS JOB SATISFACTION 
q¢—> Sets of characteristics which lack 
orthogonality 
t-—- > Relationships apparent in higher order 
relationships 


Source: Exhibits 3-2 and 4-5. 
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in high, medium and low job routine and low, medium and high job uncertainty. 
Results of these procedures appear in Exhibits 4-8 and 4-9. The lone ex- 
ceptions are mean sa of group cohesion in the case of job routine, 

which are significantly different at a level of .08, and mean values of 

role definition in the case of job uncertainty, which are significantly 
different at a level of .06. Although these levels are greater than .05, 
they might realistically be considered significant for present purposes. 
Since the mean values are generally significantly different, it is approp- 
riate to ask whether the correlation coefficients appear to vary in these 
levels of routine and uncertainty, and to examine the data while controlling 
for the contrasting contextual characteristic. Other selected characteris-— 
tics can be controlled at appropriate points to uncover further information 
about relationships amongst characteristics in different levels of context. 
Results of the correlation procedures appear in Exhibits 4-10, 4-11, 4-12, 
4-13, 4-14, and 4-15. These tables uncover a breadth of information con- 
cerning the importance of context in the study of organizational charac- 
teristics. The present analysis is intended to highlight certain relation- 
ships which prevail in the data, and not to encompass all intercorrelations 
which are compiled. Particular attention is given to ties amongst structure, 


context and job satisfaction. 


2. Job Routine Levels - A Priori Scales 


Relationships between organizational characteristics within levels of 
job routine are shown in Exhibits 4-10, 4-11 and 4-12. Analysis commences 
with examination of basic intercorrelations, and partial correlation 


coefficients which are derived by controlling for job uncertainty. These 


data appear in Exhibit 4-10. 
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SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-8 


UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB ROUTINE 


F RATIO 
ORGANIZATION Ny = 2 SIGNIFICANCE 
CHARACTERISTIC No = 574 LEVEL 
A. CONTEXT 
1. Job Routine 774.0 0.00 
2. Job Uncertainty W359 0.00 
B. STRUCTURE 
3. Role, Definition 2246 0.00 
4. Job Change 9.4 0.00 
5. Group Cohesion 2.0 0.08 


C. PERFORMANCE 
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SET A - SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-9 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB UNCERTAINTY 


F RATIO 
ORGANIZATION Ny = 2 SIGNIFICANCE 
CHARACTERISTIC Ny = 574 LEVEL 
A CONTEXT 
1. Job Routine 28.3 “20.00 
2. Job Uncertainty 656.7 0.00 
B. STRUCTURE 
3. Rote Definition 229 0.06 
4. Job Change ZOE 0.00 
5. Group Cohesion AO 0.00 


C. PERFORMAN CE 


6. Job Satisfaction MH Ono 
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SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-10 SIGNIFICANT CORRELATION COEFFICIENTS BETWEEN 
ORGANIZATIONAL CHARACTERISTICS WITHIN LEVELS 
OF JOB ROUTINE 


LEVEL OF JOB ROUTINE 


ORGANIZATIONAL 
CHARACTERISTICS HIGH MEDIUM LOW 
N=109 N=406 N=62 
CONTEXT 
1. Job Routine - Job Uncertainty ee ~.16 -—.22 
STRUCTURE 


2. Role Definition - Job Change 
3. Role Definition - Group Cohesion ee 
4. Job Change — Group Cohesion 


STRUCTURE AND CONTEXT 


5. Role Definition - Job Routine pls, -09 

6. Role Definition - Job Uncertainty 

7. Job Change - Job Routine 

8. Job Change - Job Uncertainty - 43 mek eS 
9 Group Cohesion - Job Routine -.09 
10. Group Cohesion - Job Uncertainty ae Ge 


JOB SATISFACTION 


11. Job Satisfaction - Job Routine =. 33 -.15 

12. Job Satisfaction - Job Uncertainty eile 

13. Job Satisfaction - Role Definition EO A PAL 

14. Job Satisfaction - Job Change 5798) 

15. Job Satisfaction - Group Cohesion Boek - 26 


CONTROLLING FOR JOB UNCERTAINTY 


STRUCTURE 
Be Role Definition - Group Cohesion 20% 
STRUCTURE AND CONTEXT 
ae Role Definitian - Job Routine ~L3 -09 
JOB SATISFACTION 
11. Job Satisfaction - Job Routine -.31 -.13 
13. Job Satisfaction - Role Definition any 20 
14. Job Satisfaction - Job Change 19 
15. Job Satisfaction - Group Cohesion nae aa 


fechnical Note: All coefficients significant at .05 level 
except (*) where p = .06 
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SET A -— SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-11 SECOND ORDER CORRELATION BETWEEN JOB SATISFACTION 
AND SELECTED CHARACTERISTICS WITHIN LEVELS OF JOB 
ROUTINE CONTROLLING JOB UNCERTAINTY AND SPECIFIED 
STRUCTURAL CHARACTERISTICS 


A. SECOND ORDER CORRELATION CONTROLLING JOB UNCERTAINTY 
AND ROLE DEFINITION 


LEVEL. OF JOB ROUTINE 
HIGH MEDIUM LOW 


Job Satisfaction - Job Routine -.35 -.15 

Job Satisfaction - Role Definition * * * 
Job Satisfaction - Job Change AVAL 

Job Satisfaction - Group Cohesion i24 < 22 


B. SECOND ORDER CORRELATION CONTROLLING JOB UNCERTAINTY 
AND JOB CHANGE 


LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 


Job Satisfaction -— Job Routine -.32 ne 
Job Satisfaction —- Role Definition abd a2 
Job Satisfaction - Job Change * * * 
Job Satisfaction - Group Cohesion Wid: pa) 


C. SECOND ORDER CORRELATION CONTROLLING JOB UNCERTAINTY 
AND GROUP COHESION 


LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 


Job Satisfaction - Job Routine — -. 30 —-.12 

Job Satisfaction - Role Definition 116 meee 

Job Satisfaction - Job Change 20 

Job Satisfaction - Group Cohesion * * * 
Technical Note: All coefficients significant at .05 level 


* coefficient removed by control procedure 
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SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-12 THIRD ORDER CORRELATION COEFFICIENTS BETWEEN 
JOB SATISFACTION AND SELECTED CHARACTERISTICS 
WITHIN LEVELS OF JOB ROUTINE CONTROLLING FOR 
JOB UNCERTAINTY AND SPECIFIED STRUCTURAL 
CHARACTERISTICS 


iy 


Job 
Job 
Job 
Job 


ies] 


Job 
Job 
Job 
Job 


| x4 


Job 
Job 
Job 
Job 


Satisfaction 
Satisfaction 
Satisfaction 
Satisfaction 


Satisfaction 
Satisfaction 
Satws Faction 
Satisfaction 


Satisfaction 
Satisfaction 
Satisfaction 
Satisfaction 


Technical Note: 


THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
ROLE DEFINITION AND JOB CHANGE 


LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 


- Job Routine —. 36 =a 

- Role Definition * * 

- Job Change * * * 

- Group Cohesion e246 wae 


THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
ROLE DEFINITION AND GROUP COHESION 


LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 


- Job Routine -.34 -.14 

- Role Definition * * * 
- Job Change eh 

- Group Cohesion * * * 


THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
JOB CHANGE AND GROUP COHESION 


LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 


- Job Routine -.31 eins A 
- Role Definition Pues) 223 
- Job Change * * * 
- Group Cohesion * * * 


All coefficients significant at .05 level 
* coefficient removed by control procedure 
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The general negative relationship between job routine and job uncer- 
tainty holds across levels of job routine, although it is somewhat more 
distinct at high levels of routine (row 1). A slight curvilinear pattern 
is shown in the data which move from -29 in high routine devote to -16 in 
medium routine levels, to -22 in low routine levels. Perhaps the element 
of routine is not affected as greatly in instances of increasing or de- 
creasing uncertainty when moderate levels of routine are typically experi- 
enced. Increasing uncertainty, on the other hand, may be perceived as 
leading to less routine when routine is particularly high or low in the 
job, or that is at the extremes of the routinization scale. This has 
overtones of some flexibility existing within the job technology itself 
in the face of increasing uncertainty. Conceptually, this notion derives 
further meaning in the subsequent consideration of context and structure. 

Within the structural set, the structural characteristics of role 
definition and group cohesion have a positive correlation coefficient of 
-21 in low levels of routine, but no significant relationship at medium 
and high levels of routine. The partial correlation coefficient is .20 
at p = .06 when job uncertainty is controlled, suggesting the association 
is independent of uncertainty in the job. It may be surmised that in- 
creasing levels of role definition are associated with increased group 
cohesion in the organization when routine is low in the jobs. Hickson 
(1966) poses the following question: "it could be asked whether there 
are more groups per organization if specificity is lower ... Are they 
more cohesive?" (p. 234). This question was addressed initially in 
Chapter III in a discussion of the absence of a general relationship 
between role definition and group cohesion in the fundamental correlation 


matrix. Evidence appearing here provides a new shade to the scenario. 
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It appears that in instances of low routine in jobs, increased role 
definition is associated with increased group cohesion. Perhaps part 
of the role definition includes a mandate to work in groups when job 
routine is low, and the need for more interaction leads to greater 
cohesiveness. This represents an application of certain traits of the 
organic model (cf. Burns and Stalker, 1961). The point of deviation 
from the model, however, is that group cohesion is linked to increased 
and not decreased role definition. The present study suggests that 
perhaps organizations involved in low levels of technological routine 
acknowledge the value of group cohesion as a structural measure to 
organizational action, and build it into their design. This technique 
is associated, however, not with reduced role definition, but greater 
role definition. The precise elements of the role are not probed in 
the present study, which represents role definition as a general indi- 
cator of the existence of limits to a job. One limit may be a require- 
ment to interact with others, prevalent in instances of low routine in 
jobs. Qualities as actual participation in decision-making and rule 
observation (cf. Aiken and Hage, 1966) are not broached within this 
framework. 

Some support to this interpretation is offered in the role defini- 
tion —- job routine relationship (row 5). These two characteristics are 
positively correlated at high levels of routine with a coefficient of 
-17, and positively correlated but less so at medium levels of routine 
with a coefficient of .09. The association disappears at low levels of 
routine, but in this group, role definition and group cohesion are 
positively connected. It may be that job routine leads to role defini- 
tion when routine is high or moderate, and the need for group cohesion 


leads to role definition when routine is low. Stated in another manner, 
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the availability of routines lends itself to role definition and the 
designation of role structure in an organization. Thus, high and medium 
levels of routine are associated with role definition, and the association 
is strongest at high levels of Oueene! Low routine, however, does not 
lend itself to role definition, but does present the organization with the 
need to have persons interacting on the job. Group actions and interper- 
sonal consultation are important when routines to guide action are unavail- 
able. The specification of jobs involved in groups and an understanding of 
the person's role within the group amounts to increased role definition, 
and is associated with increased group cohesion. This general interpreta- 
tion is independent of job uncertainty since the essential correlations 
hold when the effect of job uncertainty is removed from the data. 

Job change and job uncertainty are positively related at each level 
of routine. The association is particularly strong at high levels of 
routine with a coefficient of -43, and appears to level out at medium and 
low levels of routine where the coefficients are .21 and .24 respectively. 
Thus, jobs which are highly routinized tend to change the most when ele- 
ments of uncertainty are encountered. Job change in this sense may represent 
the ability of the organization to adapt to situations which jobs are not 
specifically designed to handle. These situations enter the organization 
and jobs as uncertainties, and generate the need to change routines. This 
need for change would be particularly marked in jobs which measure high on 
routine. Jobs which are medium and low in routine already have some flex- 
ibility built into them, and thus the element of job change perhaps is not 
as, dletincs s 

The negative relationship between group cohesion and job routine and 


the positive relationship between group cohesion and job uncertainty appear 
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at medium levels of routine only. The negative relationship between group 
cohesion and job routine is not independent of job uncertainty. It appears 
that uncertainty leads to some group cohesion when routine is moderate in 
the job, but not when routine is low. Blau (1974) has reported the tendency 
of workers handling case work in social agencies to turn to peer groups in 
responding to questions that arise in their work (Chapter X). The present 
study indicates the general association of group cohesion and job uncer- : 
tainty at medium levels of routine. Group cohesion at low levels of rou- 
tine is not associated with job uncertainty, and its absence together with 
the positive association of role definition and group cohesion suggests 
that low routine engenders an organizational action to stimulate conditions 
of group interaction. Neither changes in job uncertainty nor routine it- 
self to the extent there is some routine are associated with the group 
cohesion at this general level of routine. 

Relationships between job satisfaction and contextual and structural 
characteristics form an interesting pattern amongst levels of job routine, 
and the direction and general strength of the associations in evidence are 
all independent of job uncertainty. Respondents experiencing high job 
routine relate negatively to job routine; the coefficient of correlation 
is -.33. Respondents experiencing medium job routine similarly relate 
negatively to job routine, but the coefficient drops to -.15. Respondents 
at low levels of routine have no significant coefficient between job 
satisfaction and job routine, meaning no systematic relationship is evident 
between these two characteristics at low levels of routine. Respondents 
at high levels of routine, while associating in a negative fashion to job 
routine, do not have any relationship with job uncertainty. They do, 


however, respond in a positive manner to job change, the intercorrelation 
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is .23, and thus, while there is no systematic tie with job uncertainty, 
there is a tie with one of the structural associations with job uncertainty, 
namely job change. The correlation between job change and job uncertainty 
is particularly strong at .43. These respondents also relate positively 
to role definition where the intercorrelation is .16. Summarizing, 
respondents at high levels of job routine respond negatively to job routine 
itself, and neither negatively nor positively to job uncertainty. They do, 
moreover, relate positively to a measure of role definition and to job 
change. Job change itself is positively related to job uncertainty, and 
thus respondents appear to like what job uncertainty leads to although they 
do not demonstrate a systematic association with job uncertainty. Job 
change presents a break in highly routinized settings which is positively 
related to job satisfaction. 

Respondents at medium levels of job routine show a negative associa- 
tion with job routine and a positive association with job uncertainty. 
The coefficient of correlation between job satisfaction and job uncertainty 
for this group is .12. They further relate to role definition and group 
cohesion in the structural set; the intercorrelations are .21 and .24 
respectively, and have no systematic association with job change. Jobs 
measuring medium in job routine have some maneuverability built into Shea 
and perhaps the need for job change is not as prevalent when uncertainties 
are encountered. This was discussed in the reduction in the strength of 
association between job change and job uncertainty in comparing the high 
routine group to the medium and low routine groups. The job uncertainty, 
however, is responded to favourably when job routine is moderate, perhaps 
supporting Simon's (1960) argument that persons like some routine and some 


uncertainty in their jobs. The present study shows that though persons 
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respond negatively to routine, the only time they respond positively to 
uncertainty is when routine is moderate. The uncertainty continues to 
generate job change, but people respond in no systematic fashion to the 
job change at medium job routine. They do, however, relate to both role 
definition and group cohesion. This connotes a combination of knowing 
one's role in the organization and interacting with others. Group 
cohesion is one way of bracing job uncertainty, and the intercorrelation 
for these characteristics is positive at medium job routine. Role defi- 
nition and job routine are less strongly related at medium routine than 
high routine, perhaps reflecting a measure of group composition being 
written into jobs, a relationship which becomes evident in instances of 
low job routine where role definition and group cohesion are positively 
correlated, 

Respondents at low job routine respond neither positively nor nega- 
tively to job routine and job uncertainty, and show only a positive 
association with group cohesion where the correlation coefficient is .26. 
Job uncertainty is positively related to job change in this group, but 
respondents show no association with either of these characteristics. 
Nor do they relate to role definition.. Scott and Mitchell (1976) report 
the probability of a curvilinear relationship between job satisfaction 
and job standardization and specialization: 

"When the job is neither specialized nor 
standardized, an employee would have 
difficulty knowing what or how to do the 
job. At the other extreme are situations 
that are highly repetitive and boring. 
Although these points may differ for 
different types of people or jobs, it is 


clear that the extreme ends of these 
continuums are related to low morale." 


Coie) 


oie ‘voy & 


ee DAREN bite 


) - 


And weeape heen ay Sel 4 see we 
: é iieetigible ee . Se TE sree i 
cat ya Kar PEN ir wi: 5 is naqenae 
4) preenen soft Settles ae 
Lit hun eine Ppacaneills, a a 
raat’ oak oer ta el “apdsbitnlash sie of ais 
<atek od aie, debs) sake: Wat go ha a “ad 
ven ode t Rahbew 16 sv tstéoq ak ontaetdnasle 
rom Se) bagels. epruore waod: ive baa icd Dai 
y “a Ve! wugiedent &- grdgisrl dan eqitinet's 
iWWend | sel fut eetesad « Aahiy guitarists i 
1st agin Wa bore eles AROS RE ee 
atthe ‘dagigby) deat er ade ver: a & 3 
is ae? See ual sae vine Wat bat aniapo dot an 
cartace Xelimiiraiee iit deriiha' need, wos AaNNY 
ad geti aot 03 wives: Shaka bach) ef piesa 
a Pu liol aad “seit “ sida eae nokae hoarse i went sonia 
sing: nel Hi faites ae hin’ 49057. echt ates es opel ans ob ly 
barageta ine ie? nial” eae wise. “eeonennenin B30 onbadedey ait 


payers ieee baa “rol ihr b-teberaigis wal bye |, 

ae 

A walt Maehinteet: od ean! ay apt “ais ‘Wage tity 
_ a.) ms grail hieay ast ohgne ae bee piraberie 
i) Lk at cael to Yate gakwors) eoteo set eh 
gutkh,c7s seeties “Taae. oe. JK 40h, 
iizcod Hoa wietisqer Visett sxe Jer 
« , He WRAL gam weatog seas ciguofath 
Bl, ns yednt ay alqon’s a9 aequapsnenet ich ,: 
ee Pr we lt seem. ot) IONS TEP 
i Se” eee =e ana Py tet INb IK. 

Fi) At ver .) 


Zy i ‘ = Ay + ey ay om ‘4 ae Any Sim lees 
f 3 a : . - 


i < 


The present study supports this view with careful qualification. In the 
case of low job routine, jobs do not lend themselves to definition in 
terms of routines, and there may be a requirement to build interaction 
and group cohesion into the role structure. Persons respond favourably 
to this element of group cohesion. At the other extreme, in the case of 
high job routine, jobs lend themselves to definition, which respondents 
do not oppose, but they appear to dislike the routine in the job. They 
respond favourably to job change which amounts to a break in the routine. 
In the center at medium routine, jobs lend themselves to definition, 
people do not oppose the element of definition, and at moderate levels 
of routine, they respond favourably to uncertainty. Job satisfaction in 
this instance represents a trade-off between job routine and job uncer- 
tainty, and the structural combination of role definition and group cohe- 
sion. The prominence of group cohesion in instances of moderate and low 
job routine is developed by Sayles and Strauss (1966): 

"Obviously, in most cases management must take 

the responsibility of making specific work 

assignments, but there are work situations in 

which a cohesive group can do a better job of 

fitting individual personalities to the work 

process and making expedient job assignment 

changes as new problems arise. The manager's 

decisions, since they must encompass a longer 

time period, are often less flexible and timely 

than the group's." (pp. 86-87). 
Evidence in the present study provides a dimension to this argument. It 
appears that when routine is low, companies perhaps build group cohesion 
into the role structure for the reasons offered. At moderate levels of 
routine, although role definition and group cohesion are not positively 
associated, group cohesion emerges in the job and is related to uncer- 


tainties encountered in the job. Persons, furthermore, associate favour- 


ably with this element of group cohesion. When job routine is high, 
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perhaps the need for group cohesion is less, provided the jobs change to 
fit uncertainties encountered. To the extent that short-run uncertainties 
cannot be coped with through existing routines, that change takes time to 
introduce, and that group cohesion is not fostered, the organization may 
experience difficulty in adjusting to uncertainty. To this end, it perhaps 
follows that organizations tend to "buffer" routinized jobs from uncertain- 
ties, allowing them to operate under conditions of certainty in the short- 
run, while changing the routines through time to handle new types of problems 
facing the organization (Thompson, 1967). The buffered jobs are high on 
routine, high on role definition and high on job change, where change is 
pursuant to routines newly developed to deal with uncertainties. Persons 
appear to respond favourably to this job change in these highly routinized 
jobs. At the other extreme, the need for group cohesion is particularly 
prevalent when routines are not in place, the need for having persons work 
together is. prominent and it seems that persons respond favourably to this 
element of group interaction and cohesion. 

It is appropriate to ask whether relationships apparent amongst job 
satisfaction, job routine and structural characteristics at different 
levels of routine are independent not only of job uncertainty, but also 
the other structural characteristics in focus. A series of second and 
third-order correlation coefficients has been compiled, controlling for 
job uncertainty and specified structural characteristics. This amounts 
to removing the effect of the control variables from the intercorrelation 
matrix. The series appears as Exhibits 4-11 and 4-12. All relationships 
established and discussed in terms of job satisfaction, job routine and 
structural characteristics at different levels of job routine appear to 


be independent of job uncertainty and other structural conditions in the 
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respondent group. The patterns of intercorrelation in Exhibits 4-11 and 
4-12 are analogous to the pattern shown in Exhibit 4-10 for job satisfac- 
tion and its connections with job routine, role definition, job change and 


group cohesion. 


3. Job Uncertainty Levels - A Priori Scales 
AE cath Si ciated OR let el het SOIC oe a sea ee 


Significant correlation coefficients between organizational charac- 
teristics within low, medium and high levels of job uncertainty appear in 
Exhibit 4-13. Data in the bottom section of the exhibit represent signif- 
icant intercorrelations when job routine is partialled out of the matrix. 

When job uncertainty is low, there is a strong negative correlation 
of -.44 between job routine and job uncertainty. This is somewhat reduced 
to —.31 at medium levels of uncertainty, and the correlation disappears at 
high levels of uncertainty. Jobs which are low in uncertainty are easier 
to routinize. Perhaps the process of routinization serves to reduce some 
uncertainties in the job itself. Low uncertainty may be related to more 
complete knowledge of cause and effect relations in the job and a clear 
understanding of preferred organizational outcomes (Thompson, 1967, 
pp. 134-135). Hall (1972) in an interpretation of Thompson suggests that 
"since all organizations are social Gaee interacting with society, any 
involvement of humans in either the cause or the effect part of the equa— 
tion introduces an element of uncertainty" (p. 264). Similarly, machine 
breakdowns, modifications in operations manuals, or variability in raw 
materials tend to introduce uncertainty to a routinized position. The 
present study suggests that perhaps in jobs which are typically low in 
uncertainty, the uncertainty encountered tends to have a negative associ- 
ation with job routine. Routines are possibly rendered of less value, 


and actually decrease in cases where uncertainty is increasing. This 
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SET A -— SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-13 SIGNIFICANT CORRELATION COEFFICIENTS BETWEEN 
ORGANIZATIONAL CHARACTERISTICS WITHIN LEVELS 
OF JOB UNCERTAINTY 


ORGANIZATIONAL 


CHARACTERISTICS 
CONTEXT 
1. Job Routine - Job Uncertainty 
STRUCTURE 
2. Role Definition - Job Change 
3. Role Definition -— Group Cohesion 
4. Job Change - Group Cohesion 


STRUCTURE AND CONTEXT 


Role Definition - Job Routine 
Role Definition - Job Uncertainty 


Dis 

os 

4. JOb Change — Job 
8. Job Change - Job 
9. Group Cohesion - 
10.. ,Group Cohesion - 
JOB SATISFACTION 
iit JObsOadlisiactvon 
12. Job“Satistaction 
3.4 Job Satisfaction 
Vase JOD Sacistaccion 
LS. ob: Satisfaction 


Routine 
Uncertainty 

Job Routine 

Job Uncertainty 


- Job Routine 

- Job Uncertainty 
- Role Definition 
- Job Change 

- Group Cohesion 


HIGH 
N=48 


Stee 
yah 


LEVEL OF JOB ROUTINE 


MEDIUM LOW 

N=414 N=115 
ee 

we) «26 
re it) 

ey, 

BS ee 
ls) 
=2o 

alee 220 

22. 

sae -20 


CONTROLLING FOR JOB ROUTINE 


STRUCTURE AND CONTEXT 


8. Job Change - Job Uncertainty Pag bs mPa 
JOB SATISFACTION 

12. Job Satisfaction ~ Job Uncertainty 19 
13. Job Satisfaction - Role Definition 44 oad: wan 
14. Job Satisfaction - Job Change «30 

15. Job Satisfaction - Group Cohesion yee AP 
Technical Note: All coefficients significant at .05 level. 
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relationship is less strong in instances of moderate levels of uncertainty. 
No systematic pattern between job routine and job uncertainty is in evi- 
dence when jobs are typically associated with high uncertainty. pane 
the routine which is a part of these jobs is specifically designed to cope 
with uncertainties, and this is not tempered by movement in the number of 
uncertainties. 

The three structural characteristics of role definition, job change 
and group cohesion do not assume any significant associations between one 
another at low, medium or high levels of job uncertainty. These charac- 
teristics appear to be independent of one another within job uncertainty 
groups. In this sense, the element of job change is independent of general 
movements in role definition at all levels of uncertainty, and similarly 
the element of group cohesion is independent of movements in role defini- 
tion at all levels of uncertainty. 

The relationships in structure and context within levels of job 
uncertainty are not at all clear as they relate to one another. A theo- 
retical perspective aids in explaining at least part of the format, 
particularly in terms of the notion of organizational rigidity and 
uncertainty. Blau (1974) has reported the tendency of new members of an 
organization to adhere rigidly to available routines until such time as 
the person is adapted to the organization (pp. 172-175). This perhaps 
amounts to working within a framework of high uncertainty at the outset. 
Crozier (1965) similarly notes how rigidity builds in organizations under 


conditions of high and low uncertainty. 


"Extreme conditions of uncertainty will tend to 
result in more conformity and rigidity, since 
trying to adjust to completely unpredictable 
Situations will not be rewarding enough. Too 
little uncertainty, on the other hand, will make 
it feasible to prescribe in great detail all 
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forms of behavior, thus achieving a high degree 

of rigidity. There will be a tendency to escape 

from reality at the two extremes, when reality 

is too difficult to cope with and when it is no 

longer a challenge." (p. 253). 
This can be related to the present study in the correlation matrix 
involving context and structure and context amongst levels of job 
uncertainty. 

It may well be that incumbents faced with high eemeeratats cling 
to existing routines in light of increasing uncertainty, and this tend- 
ency mitigates against flexibility and job change which is often neces- 
sitated by the uncertainty. Incumbents or managers for organizations 
may at the same time change routines in light of uncertainties, but 
existing routines temper this change in the job, perhaps because of 
the rigidity which may be associated with jobs encountering high uncer- 
tainty on an ongoing basis. These jobs change with increasing uncer- 
tainty, but existing routines work against the change, and increasing 
uncertainty is not associated with less routine but possibly is asso- 
ciated in part with a different form of routine resulting from the job 
change. This takes time to introduce, however. 
At the other extreme is the group typically facing low uncertainty. 

As uncertainty increases in this ee wae routine decreases and job 
change occurs. Existing job routine tempers the element of job change, 
or in other words, increasing job routine is connected with decreasing 
job change. Job uncertainty in this case does lead to decreasing job 
routine, however, unlike the high uncertainty group. Thus there is some 
flexibility shown within the job technology itself. Job change is likely 


associated with changes in routine overtime as well, to the extent that 


uncertainty increases. This group, however, does not associate with much 
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uncertainty by definition, and the element of rigidity perhaps is a conse- 
quence of this circumstance, at least in part. The present’ study, however, 
indicates persons typically facing low uncertainty actually demonstrate 
flexibility rather than rigidity in cases of increasing uncertainty. In 
the center is the group typically encountering moderate levels of uncer- 
tainty. As uncertainty increases in this group there is decreasing job 
routine and increasing job change. The job change, furthermore, is not 
tempered by job routine as in the other two cases. Incumbents are not 
perhaps as inclined or forced to cling to existing routines, and are able 
to incorporate some adaptation within the existing job technology itself. 
Above all, they are facing moderate and not high or low levels of uncer- 
tainty as an essential framework for the job. There is less likelihood 

of rigidities developing, in line with Crozier's argument. Further, 
routines do not temper the element of organizational job change. 

The performance characteristic of job satisfaction has varied com- 
binations of associations with contextual and structural characteristics 
within the levels of job uncertainty. For the group of respondents 
experiencing low job uncertainty, there is a strong negative association 
of -.45 between job satisfaction and job routine, and positive associa- 
tions of .34 and .40 with role definition and job change. For the group 
of respondents at medium job uncertainty, there is again a negative asso- 
ciation between job satisfaction and job routine, but the intercorrelation 
is reduced in strength to -.28, and there appears coincidentally, a posi- 
tive intercorrelation of .12 between job satisfaction and job uncertainty. 
This positive tie, however, is contingent on job routine since the corre- 
lation coefficient disappears when job routine is controlled. This group 


shows a positive relationship between job satisfaction and group cohesion, 
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and also a positive relationship between job satisfaction and role defini- 
tion when job routine is controlled. For respondents experiencing high 
levels of uncertainty, there is no association between job satisfaction 
and job routine, and there is a positive association between job satis- 
faction and job uncertainty. It seems that when uncertainty is typically 
high, respondents do not oppose job routine as they do in moderate or low 
levels of uncertainty, and favour increasing uncertainty. Structural 
associations are with role definition and group cohesion. All mentioned 
structural relationships are independent of other structural conditions, 
as is shown in Exhibits 4-14 and 4-15. 

Persons at low levels of uncertainty do not like the job routine in 
their jobs, and, although they do not show affiliation with job uncertain- 
ty, they do like what job uncertainty leads to, namely job change. They 
also favour a measure of role definition. Persons at medium levels of 
uncertainty respond less strongly to job routine, and like role defini- 
tion and group cohesion. Perhaps at certain levels of routine, they also 
favour job uncertainty itself. Variety in the job is often cited as a 
correlate of job satisfaction (Chapter I). Variety may enter the job in 
the form of job change when it occurs fro incumbents typically facing low 
uncertainty, and in the form of nbaewars degrees of uncertainty for 
incumbents typically facing medium uncertainty. At high levels of 
uncertainty, persons show a satisfaction with job uncertainty, role 
definition and group cohesion, and at the same time, no opposition to 
job routine. On the basis of the present study, it is likely that 
incumbents to jobs encountering high uncertainty on an ongoing basis 
do not take exception to an element of routine as a part of the job 


technology. Indeed, they may even be inclined to adhere to what routines 
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SET A -— SCALES BASED ON RELATIVE SCALE SCORE. LEVELS 


EXHIBIT 4-14 SECOND ORDER CORRELATION COEFFICIENTS BETWEEN 
JOB SATISFACTION AND SELECTED CHARACTERISTICS 
WITHIN LEVELS OF JOB UNCERTAINTY CONTROLLING 
JOB ROUTINE AND SPECIFIED STRUCTURAL CHARACTERISTICS 


A. SECOND ORDER CORRELATION CONTROLLING JOB ROUTINE AND 
ROLE DEFINITION 
LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 
12... Job Satisfaction - Job Uncertainty <e 
13. Job Satisfaction - Role Definition * * * 
14. Job Satisfaction - Job Change raul 
15. Job Satisfaction — Group Cohesion 20 AeA: 
B. SECOND ORDER CORRELATION CONTROLLING JOB ROUTINE AND 
JOB CHANGE 
LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 
12.. Job Satisfaction — Job Uncestainty ee) 
13.. Job Satisfaction + Role Definition 44 M7 S27 
14. Job Satisfaction — Job Change * * * 
15. . Job Satisfaction - Group Cohesion ey /A8) Wee 
C. SECOND ORDER CORRELATION CONTROLLING JOB ROUTINE AND 
GROUP COHESION 
LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 
12. Job Satisfaction - Job Uncertainty. A Io) 
13. Job Satisfaction - Role Definition 44 alk? 26 
14. Job Satisfaction - Job Change 230 
15. Job Satisfaction - Group Cohesion * * * 
Technical Note: All coefficients significant at .05 level 


* coefficient removed by control procedure. 
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SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-15 THIRD ORDER CORRELATION COEFFICIENTS BETWEEN 


JOB SATISFACTION AND SELECTED CHARACTERISTICS 
WITHIN LEVELS OF JOB UNCERTAINTY CONTROLLING JOB 
ROUTINE AND SPECIFIED STRUCTURAL CHARACTERISTICS 


D. THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
ROLE DEFINITION AND JOB CHANGE 
LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 
Job Satisfaction —- Job Uncertainty oL9 
Job Satisfaction - Role Definition * * * 
Job Satisfaction —- Job Change * * * 
Job Satisfaction - Group Cohesion ZO oa 
E. THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
ROLE DEFINITION AND GROUP COHESION 
LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 
Job Satisfaction - Job Uncertainty Bills} 
Job Satisfaction - Role Definition * * * 
Job Satisfaction -— Job Change OU 
Job Satisfaction - Group Cohesion * * * 
F. THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
JOB CHANGE AND GROUP COHESION 
LEVEL OF JOB UNCERTAINTY 
LOW MEDLUM HIGH 
Job Satisfaction — Job Uncertainty Silks) 
Job Satisfaction - Role Definition -44 SARs: ny'As) 
Job Satisfaction -— Job Change * * * 
Job Satisfaction - Group Cohesion * * * 
Technical Note: Ail coefficients significant at .05 level 


* coefficient removed by control procedure 
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they have, although they do not indicate increasing job satisfaction with 
increasing job routine. Persons experiencing medium and high job uncer- 
tainty show increasing job satisfaction with increasing role definition 
and group cohesion. This perhaps indicates a certain favour to knowing 
what one's role is in the organization and to working with others, 


particularly prevalent in instances of more uncertainty in the job. 


4. Combination Sets of Job Routine and Job Uncertainty —- 


A Priori Scales 


The context of the job is not comprised simply of a level of routine 
or of a level of uncertainty. An argument central to the thesis is that 
jobs include a level of routine and a level of uncertainty. Significant 
correlation coefficients between organizational characteristics within 
combined sets of job routine and job uncertainty appear in Exhibit 4-16. 
Data for the three modal groups are provided in Exhibit 4-17. These 
modal groups of medium routine - medium uncertainty, high routine — medium 
uncertainty and medium routine - high uncertainty account for 464 of the 
577 respondents. Each of the other six combination sets represents a 
relatively small sample size, and thus might be viewed with some caution. 
All coefficients of correlation are significant at .05 level. Highlights 
follow. 

From Exhibit 4-16, jobs measuring high on job routine and low on 
uncertainty (column 1) show a strong negative association of -.44 between 
job routine and job uncertainty. This relationship disappears at medium 
and high levels of uncertainty within the high job routine group. This 
may lend support to the notion of routines being formulated to cope with 
increasing levels of uncertainty, and routines are perhaps rigidly adhered 


to in instances of increasing uncertainty. Indeed the lone significant 
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EXHIBIT 4-16 


Zk 


SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


SIGNIFICANT COEFFICIENTS BETWEEN ORGANIZATIONAL 


CHARACTERISTICS WITHIN COMBINED SETS OF 
JOB ROUTINE AND JOB UNCERTAINTY 


HIGH JOB ROUTINE 


LEVEL OF JOB UNCERTAINTY 


2. MEDIUM 3. HIGH 
N=84 N=5 
ey, 
x5 
-.87 
old 
SSP 


ORGANIZATIONAL 
CHARACTERISTICS 
2. OW 
N=20 

A. CONTEXT 

Job Routine - Job Uncertainty -.44 
Be SlRUCTURE 
2. Role Definition - Job Change 
3. Role Definition - Group Cohesion 
4. Job Change — Group Cohesion 
C. STRUCTURE 
5. Role Definition - Job Routine 
6. Role Definition - Job Uncertainty 
7. Job Change - Job Routine 
8. Job Change - Job Uncertainty 44 
9. Group Cohesion -— Job Routine 
10. Group Cohesion - Job Uncertainty 
D. JOB SATISFACTION 
ii. Job Satisfaction —- Job Routine -.58 
12... Job Satisfaction — Job Uncertainty 
13. Job Satisfaction - Role Definition 79 
14. Job Satisfaction - Job Change 
15. Job Satisfaction - Group Cohesion 


Technical Note: 


All coefficients significant at .05 level. 


4 oh a Te. 
2 q = Px ; 
' * hia i 7 
j f 
’ i ‘ 5 [ aud. Y 
y th it 
% \ ae | k \ | 7 4 
ai , ae wali y ; iy 
inet ab tes oe ne i Hee ee 1" 


a 2TNes ane eet Keen 
" = Ar ticle ba Pacis 


a we 


ie ee at <i, eS uy , Lane oi ve 


7 
(Sap edb fi [3 te Y 


Cor SAE Re eT wilt <7) Saiki oe ee a 
wy tot. Ss fi Pol, ; P r de ip Met | 


Agua Ne ‘nA, na Peres 
vor 
ii 4 
oe | ‘4 
+4 H 
J 7 hess a . 
| et saahitaasal, fot. a 
(it : ee 8 dist hal ‘ei Mt! w. wotthy? ec. 
Gia! } ce | emis tek =, paca pe 
i i Ct ae aera hl won ~ Pot doniata 
Sn) Og H ar a ra j . | 
“J v4 4 aa i } a ; ¥ : ; , ‘ 
bs i ‘oe Pye ; i 4 L i a 
. yy ae : ia! cai yt a a vy i / i ? er Ly Tin ; 
i | i 2 a abe fk ” : J: 
Shea eee ', oe Lab 
Lt, ei bywiod So pho esinansht Mis 


vi)! i balk iv om 3 , - a 


i i il Wee) ” a weg 
ne ¢ aii i 


EXHIBIT 4-16 Continued 


MEDIUM JOB ROUTINE 


ORGANIZATIONAL LEVEL OF JOB UNCERTAINTY 
SENSE tS, 4. LOW 5. MEDIUM 6. HIGH 
N=26 N=300 N=80 

A. CONTEXT 

ile . Ok 

B. STRUCTURE 

Dire 

aia 

L 

C. STRUCTURE AND CONTEXT 

5. 

6. 

Ts 

8. mie 219 
9, 
10. 18 
D. JOB SATISFACTION 

pais BAG 

12 28 
13. wy .18 28 
14. 

15. 5 Oy 


Technical Note: 


LOW JOB ROUTINE 
LEVEL OF JOB UNCERTAINTY 
7. LOW 48. MEDIUM 9 HIGH 


N=2 n= 30) N=30 
-48 
43 
28 
- 30 
Peis) 


All coefficients significant at .05 level. 
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intercorrelation in addition to the one appearing in high routine - low 
uncertainty is at medium routine - medium uncertainty (column 5) where 
the coefficient is -.24. Rigidities are perhaps less prominent in this 
group since it is by definition the middle of the road between the ex- 
tremes of uncertainty and routine. Perhaps only in the moderate overall 
technology and in high routine with low Eeeeetaiady can routine be ex- 
pected to decrease in light of increasing uncertainty as one measure of 
adaptation. To the extent that routines represent a method of coping 
with uncertainty, the lack of a significant negative relationship between 
job routine and job uncertainty in instances of increasing uncertainty is 
desirable. When the routines represent a rigidity to escape reality, the 
relationship is less desirable. In these instances, decreasing routine 
a unison with increasing uncertainty is attractable. Apparently at 
moderate levels of both routine and uncertainty in particular, some 
flexibility is shown within the job technology itself. Perhaps the 
negative correlation reflects a decrease in uncertainty in the company 

of any increase in routine, a favourable outcome of routinization mea- 
sures. 

The lone structural relationship is a positive association of .48 
between role definition and group eohesies which appears at low routine - 
high uncertainty (column 9). This suggests that group cohesion may be 
built into jobs not simply in low job routine circumstances as discussed 
previously, but in the combined technology of low routine and high uncer- 
tainty. This combination must clearly indicate the organic situation 


(cf. Burns and Stalker, 1961) and a measure of interaction is anticipated 


in this setting. 
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Negative relationships between job satisfaction and aS routine are 
particularly marked in the instances of high job routine and low and 
medium job uncertainty (columns 1 and. 2). Respondents in medium routine 
and medium uncertainty (column 5) also indicate negative ties between 
satisfaction and routine. In no case is high uncertainty related to a 
negative intercorrelation between job satisfaction and job routine. This 
substantiates the previous observation that persons experiencing high 
uncertainty do not oppose routine in the job. The lone case, however, 
where job satisfaction and job uncertainty are positively related is in 
moderate routine and high uncertainty (column 6). Increasing uncertainty 
is associated with increasing satisfaction when routine is at moderate 
levels and uncertainty is generally high, it appears. This combination 
perhaps serves to successfully mellow the negative impact of routine on 
satisfaction in general, and supports the view that persons like some 
routine and some uncertainty in their jobs (Simon, 1960). 

The general relationships amongst context, structure and job satis-— 
faction may be placed in somewhat of a balance through an examination of 
data in the primary contextual sets. Significant intercorrelations for 
these groups appear as Exhibit 4-17. These sets are primary in the sense 
that they represent the majority of Sueanoe) respondents: out of the sample 
of 577, 300 fall into medium routine - medium uncertainty (column 5); 84 
fall into high routine - medium uncertainty (column 2); and 80 fall into 
medium routine - high uncertainty (column 6). The first group at medium 
routine - medium uncertainty (column 5) shows a negative association be- 
tween job routine and job uncertainty, and a positive association between 
job change and job uncertainty. It appears that increasing uncertainty 


is related to less job routine, indicating perhaps some flexibility within 
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the job technology itself; and also is related to job change for this 
group, a measure of structural change. Job satisfaction is associated 

in a negative manner with routine, and in a positive way with role 
definition and group cohesion. The second group represents a generally 
higher level of overall routine in the job context, while job uncertainty 
remains moderate (column 2). The negative relationship between job rou- 
tine and job uncertainty is not evident, and positive associations are 
shown between role definition and job routine and between job change and 
job uncertainty. Thus, within this group, increasing job routine is 
associated with increasing role definition where job routine is already 
at high levels, and increasing uncertainty no longer is associated with 
less job routine, but the positive relationship between job uncertainty 
and job change is strengthened. The setting in this group is more rou- 
tinized and structured than the first group. Perhaps one explanation for 
this combination rests in the development of structure and routines to 
encounter and deal with uncertainties. This is reflected in increasing 
role definition with increasing job routine, and no decrease in job rou- 
tine with increasing uncertainty. The incidence of increasing job uncer- 
tainty, however, may create a need for change in the routines of the job 
over time, and together, increasing uncertainty and modified routines 
represent change in the content of the job. ‘Thus, the positive relation- 
ship between job change and job uncertainty is stronger in this group 
than it is in the case of medium routine - medium uncertainty. The 
respondents in high routine - medium uncertainty also show a stronger 
negative association between job satisfaction and job routine, and no 
positive associations between job satisfaction and job uncertainty or 


structure in general. In a more routinized setting, no systematic 
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relationships emerge between structural characteristics and job satis- 
faction, and increasing uncertainty similarly is not related to job 
satisfaction. 

The third group represents medium routine and high uncertainty 
(column 6). Increasing uncertainty in this group is not associated with 
decreasing jobrroutine, but is associated with job change and group co- 
hesion. These respondents typically face high uncertainty, and perhaps 
cling to existing routines in light of increasing uncertainty within the 
already high levels of uncertainty. The uncertainties also lead to job 
change over time, and foster a natural leaning to work in groups in order 
to deal with increasing uncertainty. This respondent group does not 
respond negatively to increasing routine, and responds positively to 
increasing uncertainty. They like a measure of role definition, and 
working in cohesive groups. 

To abstract, it appears that the general context of the job bears 
importance in considering general relationships amongst contextual, 
structural and performance characteristics. When the general context 
of the job is moderate in terms of routine and uncertainty, increasing 
uncertainty is related to decreasing routine, a measure of technological 
flexibility in the system, and to increased job change, a measure of 
structural change. Increased routine is related to decreased job satis- 
faction in this group, and no relationship is shown between job satisfac- 
tion and job uncertainty. Job satisfaction is, however, related to role 
definition and group cohesion. 

The picture changes when the general context holds high levels of 
routine and moderate levels of uncertainty. Increasing uncertainty in 


this instance leads to job change, as in the first group, but not to less 
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job routine. Increasing routine, on the other hand, is associated with 
increasing role definition. Flexibility in the job ee olaay is perhaps 
replaced by a series of routines built into roles and formulated to deal 
with uncertainties. Increasing routine is associated with less job sat- 
isfaction, and no other associations are apparent between characteristics. 
The setting is generally more structured and routinized. 

The impact of a general increase in the level of uncertainty while 
holding routine at moderate levels is similarly representative of an 
interesting change in pattern. Increasing uncertainty in this case leads 
to job change as in the previous groups, and not to less routine within 
the job technology as in the case of moderate routine - moderate uncer- 
tainty. It may be that respondents stick to available routines to deal 
with increasing uncertainty when uncertainty is generally high. They do 
not respond negatively to the routine, unlike the previous groups. 
Furthermore, increasing uncertainty is associated directly with group 
cohesion and also with job satisfaction. It may be that increasing 
uncertainty only leads to job satisfaction when the situation is somewhat 
routinized, and uncertainty levels already are reasonably high. Only in 
this setting does the negative tie between routine and satisfaction dis- 
appear. Job satisfaction is related to the structural characteristics 
of role definition and group cohesion for this group, which holds also 
in the case of medium routine - medium uncertainty but which disappears 


in the more routinized context of high routine - medium uncertainty. 


5. Context, Structure and Job Satisfaction - A Priori Scales 


The relationship between job satisfaction and the contextual char- 
acteristics of job routine and job uncertainty vary in different contexts. 


Some consistency exists in the sense that job satisfaction is often 


oleae Ti J 
‘ ; oo “a My 0 
he | ral Peat 
: _ ; us ’ 1 : « 
' i j Tea sa a 
Ay ome 
f y ~ i ‘i i" 1 ni) to 


i. 
ai Wat a 7 
4 


a ip bt cheat wh ei per) ‘ase "ad: bes io 4 
ol i. < Fekete " We fi a me ” neal ie 
dike haa tee Gem aan ant pale dando Np. 
eis hyd bu AY Vyas Pes ee mead yesecha i 
wet ce Bales ee Seri Perey?) ‘pipeline sca Sa an 
ies shanti polvatense’ sed ‘gtttadieg a 
a te i GAlaernee eee ‘Enel ate nik won naan tonal 4 Bus 
Vid Weg tate jewel ¥ holadin O& eluent “iar ibd 16 at 
ey a t oa t 5 on i) eh iy re chotoatiog’ al ‘eins 
jit @he0 al ee ijn’ i diel a a san oy rs “saved 
(o'er bus gh hts Ld wh pacheay AD 6nd. ea ak. an  oiokouiti 
pine yyy) ae Raat. ty +i ei oy #3 aha “hauninate rt path, ial a. 
pent Tia i ae Tea ities wh ‘ent Raa retinend: "tt 
ig nie a P sine lh ae widen prt wat ba ‘ 
Ait) oT ‘ie the oy i aecieee “whk enki iaabodes 2 


i “aie r Salta tot iy ible Breet: 4 
i ae ih esa: «awd a el whavit: “ailbeationy bi wha 
2 ue a ot 4s = nite ie 

shy. iy ve ty i oe ‘ ‘ellie iat ‘pe bana git beh ta % 7 


ive a st | "di SaSD aot ‘ete! bir bas ‘ben 


Ri op 


ia cy beasts ‘Wpanchonten oe Ps 


tet nes 


| Le ioe in pi, oe 


“i ot ide ate on ‘i pe siti nad Pile Ya, 208 nisin } if 
Pu oe, en tne 


i 
nr ee lees 


a 0, 


et 


me hand a ae ewok, —e 


aE yin 


tiie | i 
’ fi il 
a Pa rd ey Eee 
30d tad bos es) 
( wt j i Ss 
, De vf] J : +. it} ae - F a i 
a es, 2) I maT 


ma - au fi F a f fea 
: i hare 6s Mig Ow : Pe et 
i a’ a" il ‘ye bs 4 y 
peters is Of Az das ; if i q j P We rs ; | #7 : 
pia en Ree yar” ee Pee » ae ay ) 7 . Ane nan 
q i i lj : gl el ae an ; f vt ean : 


negatively correlated with job routine and often positively correlated 
with job uncertainty, or no associations are apparent. The inverse 
direction of association is not at all evident. The Pere oar os 
between job satisfaction and the structural characteristics of role 
definition, job change and group cohesion rae in different contexts, 
but are always positive or no apparent association is evident. The 
combinations of associations provide valuable insights to the tie 
between job satisfaction and structure. A summary of apparent relation- 
ships amongst contextual and structural characteristics and job satis- 
faction within levels of context appears as Exhibit 4-18. All relation- 
ships are independent of the opposing contextual characteristic. 
Respondents typically experiencing high job routine (row 1) 
demcnstrate a negative association between job satisfaction and job 
routine and no association between job satisfaction and job uncertainty. 
Positive structural relationships are in evidence between job satisfac- 
tion and role definition and job change. High job routine represents a 
highly standardized technological setting within the job. Increasing 
routine within what is already a routinized job is associated with 
decreasing job satisfaction, and increasing uncertainty does not relate 
to job satisfaction in any systematic. fashion. One of the possible 
results of increasing uncertainty may be job change, and respondents 
experiencing high job routine relate positively to role definition and 
job change. The hypothetical contrasting contextual condition to high 
job routine is low job uncertainty, although survey respondents typically 
encountering high job routine show more alliance with medium job uncer- 
tainty than low uncertainty (Exhibit 4-4). Within the level of low job 


uncertainty, the series of relationships demonstrated in the high job 
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routine case is duplicated (Exhibit 4-18, row 4). The negative rele ons 
ship between job satisfaction Bdge routine is somewhat stronger, no 
association appears between job satisfaction and job uncertainty and 
respondents show positive ties with role definition and job change. 

At medium job routine (row 2) and medium job uncertainty (row 5) 
respondents have the combination of a negative relationship between job 
satisfaction and job routine and a positive relationship between job 
satisfaction and job uncertainty. The strength of the negative correla- 
tion coefficient between satisfaction and routine is reduced from the 
high job routine and low job uncertainty group levels. Structural asso- 
ciations are with role definition and group cohesion. Respondents 
typically encountering medium job routine most often coincidentally 
relate to medium job uncertainty (Exhibit 4-4). Perhaps more importantly, 
however, respondents at low or high levels of one contextual condition 
relate to medium levels of the opposing contextual condition in a large 
number of instances (ibid.). It seems likely, therefore, that the general 
relationships between job satisfaction and contextual and structural 
characteristics at moderate levels of routine and uncertainty have a pre- 
dominant impact on the general survey data. High job routine and low job 
uncertainty bear similar patterns in terms of job satisfaction and 
organizational characteristics, but respondents typically experiencing 
high job routine or low job uncertainty do not relate to the contrasting 
contextual level; indeed high job routine is most often associated with 
medium job uncertainty, and low job uncertainty is related to both medium 
and high job routine. Job satisfaction then becomes a composite of rela- 
tionships demonstrated at different and often not directly contrasting 


‘levels in these instances. This avenue is considered in the next section 


of this chapter. 
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The situation becomes more complex in the cases of low job routine 
(row 3) and high job uncertainty (row 6). Unlike the former contrasting 
pairs of contextual levels, relationships between job satisfaction and 
organizational characteristics are not the same in these two divisions. 
At low job routine, no relationship is shown between job satisfaction 
and both job routine and job uncetainty, and the only structural tie is 
between job satisfaction and group cohesion. On the other hand, at high 
job uncertainty, no relationship emerges between job satisfaction and 
job routine, but a positive relationship is shown between job satisfac- 
tion and job uncertainty. Increasing uncertainty, therefore, is not 
associated with increasing job satisfaction when job routine is low, 
but it is associated with increasing job satisfaction when job uncertainty 
is high. It appears likely that some routine is necessary before positive 
associations emerge between satisfaction and uncertainty. Support for 
this position is fortified by the structural associations which vary 
between the low routine and high uncertainty groups. At low routine, only 
group cohesion is related to job satisfaction. At high uncertainty, both 
role definition and group cohesion are related to job satisfaction. Role 
definition connotes an understanding of one's job in the organization, and 
is not strictly orthogonal to job routine in the study. When routine is 
low, the notion of role definition is elusive at least in terms of por- 
traying actual procedures connected to organizational action. This is not 
necessarily true when uncertainty is high, and furthermore the element of 
role definition is related to favourably by respondents at this level, 
although it is in combination with group cohesion. Routine expedites role 
definition, and the composite of role definition and group cohesion allows 


for a positive association between satisfaction and uncertainty, a condition 
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foregone at Fou job routine because of the low routine and the fact role 
definition in itself is probably not of great assistance in problem- 
solving or decision-making. Working in groups is paramount when routine 
is low. It is noteworthy that job routine is not associated in a positive 
fashion with job satisfaction, even at low routine and high uncertainty. 
Routine, however, permits role definition, or perhaps an aspect of role 
definition that assists in meeting uncertainties, and role definition is 
positively associated with job satisfaction except in instances of low 


job routine where it may be elusive as a meaningful concept. 


6. Elements of the General Picture With Respect to Context, 


Structure and Job Satisfaction - A Priori Scales 


The context of a job includes a level of job routine and a level of 
job uncertainty. These levels are each associated with a series of 
relationships between job satisfaction and context and job satisfaction 
and structure (Exhibit 4-18). Each of these series is independent of 
the contrasting contextual condition. Certain modal relationships exist 
in terms of contextual sets at each specific level of contextual charac-— 
teristic (Exhibit 4-4). Intercorrelations between organizational char- 
acteristics are derived for each ROnueteueL set (Exhibit 4-16). Putting 
these three pieces of information together provides the elements of a 
general picture with respect to context, structure and job satisfaction. 

The level of high job routine (n = 109) shows the following qualities 
in terms of relationships between job satisfaction and context and struc- 
ture; a negative association with routine, no association with uncer- 
tainty, and structural ties with role definition and job change (Exhibit 
4-18). Respondents with high job routine, then, relate negatively to 


More routine, and although they do not respond positively to uncertainty, 
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they like what te eepical ly brings, namely job change. Job change may 

be brought about for reasons aside from increased uncertainty, but the 
association between these characteristics is prevalent in the study. 

The level of high job routine is most hice connected to medium neyet's 

of job uncertainty (Exhibit 4-4). Medium job uncertainty has the fol- 
lowing job satisfaction relationships: a negative association with 
routine, a positive association with uncertainty and structural ties. 
with role definition and Sroup cohesion (Exhibit 4-18). The combination 
of high job routine and medium job uncertainty (n = 84) represents a 
primary contextual set in the study, but only one significant correla- 
tion coefficient appears in the job satisfaction data, a negative tie 
between job satisfaction and job routine (Exhibit 4-16). Thus, in terms 
of job satisfaction, the condition of high job routine perhaps contri- 
butes certain orientations, and the condition of medium job uncertainty 
contributes alternative orientations, and the combination is one negative 
intercorrelation between routine and job satisfaction and no associations 
with job uncertainty or structure in general. High job routine, for 
example, generates a favourable response to job change, but when the 

high job routine is combined with medium job uncertainty, the job change 
May not be as necessary as a satisfier. Variety perhaps enters the job 
in the technology rather than the structure, and the typical technological 
setting includes moderate levels of uncertainty. Neither increasing job 
change nor increasing job uncertainty are systematically tied to job 
satisfaction. The jobs are routinized in this setting, and although 
increasing uncertainty is tied to increasing job satisfaction in the 
medium job uncertainty level, the absence of any association between 


these characteristics at high job routine apparently derives the general 
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picture. It is, however, evident in this group that increasing uncer- 
tainty is related to job change and increasing routine is related to 
role definition (Exhibit 4-16). It may be as discussed earlier that 
routine is generated to cope with uncertainties, leading to increased 
role definition, and increasing uncertainties generate the need for job 
change over time. The negative response to routine in general, however, 
dominates the pattern, and job satisfaction is linked in no systematic 
way within the setting as a whole to any of job uncertainty, role defi- 
nition, job change or groupccohesion. 

The level of medium job routine (n = 406) has the following quali- 
ties in terms of job satisfaction and context and structure: a negative 
association with routine, a positive association with uncertainty and 
structural ties with role definition and group cohesion (Exhibit 4-18). 
This contextual level is most often found together with medium job un- 
certainty (Exhibit 4-4) which coincidentally holds the same pattern of 
associations. The significant correlation coefficients in this setting 
of medium routine - medium uncertainty (n = 300), however, do not appear 
for all aspects of this picture. There is a negative correlation between 
job satisfaction and routine, but no positive correlation between satis- 
faction and uncertainty. Structural ties exist for role definition and 
group cohesion as expected (Exhibit 4-16). Apparently increasing job 
uncertainty is related in a positive manner to satisfaction in both of 
medium job routine and medium job uncertainty in isolation, but not when 
the two are combined in the same setting. Increasing uncertainty is as- 
sociated with less routine and more job change in this group, but only 


the decreasing routine is associated with job satisfaction. 
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Medium job routine is also associated with high job uncertainty in 
a large number of instances (n = 80), and this contextual set represents 
the third primary group of respondents. The level of high job uncer- 
tainty has the following qualities in terms of job satisfaction and con- 
text and structure: no association with routine, a positive association 
with uncertainty, and structural ties with role definition and group 
cohesion (Exhibit 4-18). The combination of medium job routine and high 
job uncertainty shows a different picture from the setting of medium 
levels in both characteristics. In this setting, there is no significant 
correlation between job satisfaction and job routine, and there is a 
positive correlation between job satisfaction and job uncertainty. 
Structural ties exist for role definition and group cohesion as in the 
previous group and as expected (Exhibit 4-16). Thus, when the context 
of the job is changed to include a generally higher level of uncertainty, 
persons do not respond negatively to routine and respond positively to 
increasing uncertainty. The increasing uncertainty also leads to job 
change and increasing uncertainty is related to group cohesion directly. 
Only group eoheet ont however, is directly related to job satisfaction. 

It seems, therefore, that for job uncertainty to increase job satisfaction 
in a direct fashion, the general level of uncertainty in the job must 
already be high, and the job cannot be highly routinized, but should con- 
tain moderate levels of routine. 

Low job routine (n = 62) has an absence of significant associations 
between both job routine and job uncertainty and job satisfaction, and a 
structural bond between group cohesion and job satisfaction (Exhibit 4-18). 
This group is typically connected to medium or high levels of uncertainty 


in forming contextual sets (Exhibit 4-4). The combination of low job 
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routine and medium job uncertainty (n = 30) shows only one significant 
job satisfaction intercorrelation: a positive relationship with group 
cohesion (Exhibit 4-16). Increasing routine in this setting is werered 
to increasing role definition, but not to decreasing job satisfaction. 
Increasing uncertainty has no systematic relationship with the other 
organizational characteristics. It appears likely that persons in jobs 
which have little routine do not respond negatively to some increase in 
routine, reflected in increased role definition within the organizational 
structure. Nor do they respond positively to these characteristics 
either. Working in groups in a setting of low routine and moderate 
uncertainty leads to satisfaction. 

The combination of low job routine and high job uncertainty (n = 30) 
shows a different picture. As discussed earlier, this is the organic 
model of organizations. The lone significant job satisfaction inter- 
correlation is a positive tie with role definition (Exhibit 4-16). Role 
definition, however, is positively correlated with group cohesion, sug- 
gesting organizational action to build group interaction into the system. 
Persons respond in terms of job satisfaction to neither routine nor un- 
certainty in any systematic way. Increasing uncertainty leads to job 
change, but neither affects satisfaction directly. Whereas persons with 
low routine indicate a relationship between job satisfaction and group 
cohesion, persons with high uncertainty indicate relationships between 
job satisfaction and both role definition and group cohesion. Role 
definition perhaps reflects an understanding of one's position in the 
organization, and is conceivable in conditions of high job uncertainty 
if only to indicate group compositions and elements of available routines 


to handle uncertainties. This latter quality is largely removed by 
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definition in situations of low job routine. Role definition is related 
to positively in settings of low routine - high uncertainty probably as 
a reflection of group interaction and the specification of what routines 
that are available. The roles change through time as uncertainties in- 
crease, indicated in the positive tie between job change and job uncer- 
tainty. 

The level of low job uncertainty (n = 48) possesses the following 
qualities in terms of relationships between job satisfaction and context 
and structure: a distinct negative association with routine, no asso- 
ciation with job uncertainty and structural ties with role definition 
and job change (Exhibit 4-18). This level is most often accompanied by 
medium or high levels of job routine (Exhibit 4-4). The combination of 
low job uncertainty and medium job routine (n = 26) brings together two 
contextual levels which bear rather different relationships with job 
satisfaction. Medium job routine is typically associated with the fol- 
lowing relationships in terms of job satisfaction: a negative tie with 
routine, a positive tie with uncertainty and structural ties with role 
definition and group cohesion. The combination of the two levels results 
in only one significant intercorrelation: a positive linkage between job 
satisfaction and role definition (Exhibit 4-16). Apparently increasing 
routine does not relate negatively to job satisfaction when routine is 
generally moderate and uncertainty is low, even though both of these 
levels show negative relationships in this set. Nor does increasing 
uncertainty relate positively to job satisfaction. This is expected in 
the sense that previous discussion has shown that increasing uncertainty 
is associated with job satisfaction only in a setting where the general 


level of uncertainty is high and routine is moderate. Here the general 
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level of uncertainty is low, while routine is moderate, and no relation- 
ship is in evidence. Perhaps an ordered harmony prevails in the setting 
of moderate routine and low uncertainty. 

The combination of low job uncertainty and high job routine (n = 20) 
brings together two levels of context which bear similar relationships 
between job satisfaction and context and structure. A strong negative 
relationship emerges between job satisfaction and job routine which is 
anticipated in this highly routinized and least uncertain setting. A 
positive tie exists between job satisfaction and role definition, but 
no association is shown between job satisfaction and job change at p=.05 
(Exhibit 4-16). Increasing uncertainty in this setting is associated 
with decreasing job routine and job change. Perhaps the decreasing 
routine in itself serves to increase job satisfaction and persons do not 
respond directly to the structural effect of increasing job uncertainty 
as it relates to job change. The sample size in this setting is also 
low and a high correlation coefficient is required in order for signifi- 
cance to be established at p=.05. Perhaps in a larger sample job satis- 
faction and job change in particular would show a positive linkage. 

Medium job uncertainty (n = 414) and high job uncertainty (n = 115) 
levels are each defined in terms of job satisfaction relationships 
earlier in this section, and their typical linkages with medium job rou- 
tine levels are discussed in the medium job routine level analysis. Their 
consideration in detail here is superfluous. 

In conclusion, the results of this general analysis indicate that 
it is not sufficient to examine relationships between contextual and 
structural characteristics and job satisfaction in terms of general move- 


ments in the data. The context of the job represents a combination of 
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distinct levels of job routine and job uncertainty, and these two char- 
acteristics are not bound in a simple one-to-one relationship of complete 
contrast (Exhibit 4-4). Further, movements in the data vary at different 
levels of routine and uncertainty (Exhibits 4-10 and 4-13). Particular 
attention in the present study is directed to job satisfaction, and 
relationships between job satisfaction and contextual and structural 
characteristics are quite different at specific levels of routine and 
uncertainty (Exhibit 4-18) Bringing these levels together into contex- 
tual sets in line with all possible arrangements, and examining them in 
terms of modal relationships provides a composite of the relationships 
which are significant for actual contextual settings (Exhibit 4-16). 
Often these settings represent a balance between two separate series of 
relationships connected to varying movements in the data at different 
levels of routine and uncertainty. In other settings, similar forms of 
relationships are reinforced. It appears necessary, however, to isolate 
the general level of routine or uncertainty before studying movements in 
the data in order to acquire a full appreciation of relationships amongst 
contextual and structural characteristics and job satisfaction. Context 


bears directly on role relationships. 


7. Prelude to A Posteriori Scale Data 


Examination of relationships amongst organizational characteristics 
within levels of job routine and job uncertainty has hitherto centered 
on a priori scales. Univariate one-way analysis of variance procedures 
on a posteriori scales indicate that the mean values of organizational 
characteristics are generally significantly different at high, medium 


and low job routine and low, medium and high uncertainty. Results of 
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the analysis. appear in Exhibits 4-19 and 4-20. The lone exception is 
the role definition characteristic in the job uncertainty.data where 
the significance level is .055, which is considered significant for 
purposes of the study. Since the mean values are generally significantly 
different, it is appropriate to consider the comparisons of correlation 
matrices amongst levels of job routine and job uncertainty in the 
a posteriori scale data, and to consider Penal cons in the conclusions 
reached between the a priori and a posteriori scales. A series of 
exhibits is presented for the a posteriori scale data. These exhibits 
are constructed in a similar manner to the a priori scale data, and are 
numbered 4-21 through 4-28. Initial information on a posteriori scales 
appears in Exhibits 4-1, 4-2, 4-3 and 4-4 at the outset of this chapter. 

A posteriori scales are empirically based. One of the main features 
of these scales in terms of the present study is the redistribution of m 
many survey respondents from medium job routine and medium job uncertainty 
as determined by relative scale score levels into low and high levels of 
each characteristic as measured in the empirical scales. This feature 
is an outcome of the fact that two-thirds of the respondents measured 
medium against the scale itself, and relatively equal groupings of low, 
medium and high for each huapeoteriecie is possible only by breaking 
into the a priori medium groups (Exhibits 4-1 and 4-2). Thus a posteriori 
low job routine, high job routine, low job uncertainty and high job uncer- 
tainty represent groups of respondents which measured at these levels in 
the a priori scales together with part of the medium a priori group in 
each case. A posteriori medium job routine and medium job uncertainty 
represent the heart of each of these groups from the a priori scale data 


(Exhibits 4-1 and 4-2). In fact, on the scale scores from 4 to 20 in 
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SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-19 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB ROUTINE 


ORGANIZATIONAL 
CHARACTERISTIC 


CONTEXT 
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2. Job Uncertainty 
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3. Role Definition 
4. Job Change 


5. Group Cohesion 


PERFORMANCE 
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SET B - SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-20 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB UNCERTAINTY 
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each characteristic, the middle group in the empirical scales is com- 
prised of respondents at scores 12 to 14, which shows the heavy concen- 
tration of persons falling into this band (ibid.). The main point is 
that respondents are now judged as low, medium or high not in terms of 
the scale itself but in terms of their relative position to other survey 
respondents. Many of the respondents measuring low or high on the 

a posteriori scale are actually medium in terms of the survey scale 


SCOLCHESelaa 


8. Job Routine Levels - A Posteriori Scales 


Significant correlation coefficients between organizational charac- 
teristics within levels of job routine based on a posteriori scales appear 
in Exhibit 4-21. Certain aSpects of the table are consistent with the 

& 
pattern shown for a priori scales, while a number of differences is also 
apparent (cf. Exhibit 4-10). The curvilinear nature of the job routine - 
job uncertainty relationship across levels of routine is more evident in 
this set of scales. Persons at high and low levels of routine demonstrate 
conditions of decreasing routine in instances of increasing uncertainty, 
and the intercorrelations are reasonably strong at -.34 and -.29 respec- 
tively. This relationship disappears at medium levels of routine. In 
the a priori scales, a negative intercorrelation appears, but its strength 
is lower than that of high and low levels of routine. One interpretation 
of this curvilinear relationship is linked to the previous analysis. 
Routines in general are often developed to cope with uncertainty. When 
the job is routinized to high level, a certain standardization is formu- 
lated for the role. It is based on historical or existing circumstances, 
and increasing uncertainty is associated with some flexibility in this 


routine. When the job is moderately routinized, some maneuverability 
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SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-21 SIGNIFICANT CORRELATION BETWEEN ORGANIZATIONAL 
CHARACTERISTICS WITHIN LEVELS OF JOB ROUTINE 
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Technical Note: 
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CONTROLLING FOR JOB UNCERTAINTY 


x eee ee es 


- STRUCTURE AND CONTEXT 


Role Definition - Job Routine 


. JOB SATISFACTION 


Job Satisfaction - Job Routine 


Job Satisfaction - Role Definition 


Job Satisfaction —- Job Change 
Job Satisfaction - Group Cohesion 


aes: 


— 21 
a8) 
ea) 
= 16 


24 
225 14 
aa uF 


All coefficients significant at .05 level 
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exists in the essential job technology, and there is less Beaudiediecs 
tion. Increasing uncertainty is handled through existing routines and 
is aided by the latitude already part of the job by virtue of only 
moderate and not high routinization levels. When the job is low in 
terms of general routine, there is little standardization for the role. 
Little is available on regular set procedures, and work programs do not 
typically adhere to a system. What routine that does exist is tempered 
by increasing uncertainty within this group. Increasing routine on the 
other hand may serve to decrease the amount of uncertainty perceived in 
the position at low levels of routine. 

Curvilinear type patterns comparable to the job routine - job uncer- 
tainty relationship form also in the ties within role definition and job 
routine, job change and job routine, and job change and job uncertainty. 
The job change data appearing here do not arise in the a priori scale 
matrix. Nor are job change data independent of job uncertainty. It 
seems in the cases of high and low levels of routine, that increasing 
job routine is associated with increasing role definition; that increasing 
job uncertainty is associated with increasing job change, and decreasing 
job routine; and that increasing job routine is associated with decreasing 
job change. The lone significant intercorrelation at medium levels of 
routine is a positive relationship between job change and job uncertainty. 
The overall scenario perhaps shows the impact of the extremes of routin- 
ization. Increasing job routine at what are typically high or low levels 
of routine is associated with increasing role definition. This associa- 
tion is more marked at low levels of routine where role definition and 
job routine have an intercorrelation of .26, and differs from the a priori 


scales where no association appears between the two characteristics. The 
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inclusion of more respondents from mid-range possibly contributes to 

this difference which is pursued presently. The existence of routines 

at high and low routine mitigates against job change in both instances. 
Increasing uncertainty, however, is associated with less job routine 

in the essential technology in each group, and with increasing job panes: 
Decreasing job routine is also related to increased job change, reflected 
in the negative correlation coefficients between these characteristics. 
The inverse of this line of reasoning is also a possibility. Increasing 
routine may lead to decreasing uncertainty and less job change. In this 
sense, any increase in routine tempers job change, or renders it unneces-— 
sary. Job change represents structural amendment in the organization, 
perhaps in part generated by the incidence of increasing uncertainties 

in the job. Flexibility in the organization can be conceived in a number 
of different ways in the face of increasing uncertainty: decreasing rou- 
tine within the job technology itself, changes in routines introduced 
through job change, and forms of routine which permit member maneuver-— 
ability and latitude in addressing uncertainties are at least three of 
them. In cases where jobs are highly routinized, the present study indi- 
cates that increasing uncertainty is related to decreasing job routine 
within the job technology, and the combination of increasing uncertainty 
and decreasing routine is related to job change. To the extent that 
increasing uncertainty forces changes in existing routines, the tie 
between job uncertainty and job change is relatively great, and the 
intercorrelation of .43 reflects this condition. Increasing routine, on 
the other hand, reduces uncertainty, leads to role definition and works 
against job change. Increases in routine also are negatively tied to 


group cohesion. In terms of organizations in action, perhaps much depends 
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on the source of orientation to the series. In harmonious stable set- 
tings, an orientation towards routinization may be prevalent. When 
uncertainties increase, the opposite is true. It seems in jobs which 
have a generally high level of routine to them, in the face of increasing 
uncertainty, flexibility is furnished in the job technology, indicated 

in reduced routine, and in structure, indicated in job change. 

The same pattern holds for jobs with a generally low level of rou- 
tine. Increases in uncertainty are associated with less routine and job 
change. Since the level of routine is generally low in this group, the 
expectation may be that the job change - job uncertainty relationship is 
somewhat less strong than in the case of the high routine group, and the 
data reflect this circumstance. cueeren routine at low levels of rou- 
tine is associated with decreasing uncertainty, increasing role definition 
and decreasing job change. Perhaps the routines are formulated to cope 
with existing uncertainties. This serves to mellow the salience of these 
uncertainties and provides a structure to work within. Increasing uncer- 
tainty may result in less routine and job change in the job setting as 
well. 

Only one of relationships emerges in jobs which typically experience 
medium job routine, a positive cieepemiaen job change and job uncertainty. 
Central to this absence of systematic relationships may be the moderation 
which exists in jobs which are somewhat but not highly routinized. Rou- 
tines are developed in part to handle uncertainty. A general increase 
in the overall level of routine perhaps furnishes the types of approaches 
and procedures that are required to handle existing and increasing uncer- 
tainty. In this level of routine, increasing uncertainty is not asso- 


ciated with less routine, but there is a degree of job change. Increasing 
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routine does not lower job uncertainty, nor is routine related to role 
definition nor job change. Flexibility in the organization is centered 
on maneuverability in the application of existing routines to changing 
circumstances ~to the extent they arise, and some job change in response 
to increasing uncertainty. When an extensive system of routines is 
formulated, however, and the general level of routine moves from medium 
to high, then flexibility is incorporated in the form of reducing and 
changing routines. This condition is not mandated at medium levels of 
routine. 

The structural tie between role definition and group cohesion which 
appears in the low job routine group as measured by a priori scale data 
does not emerge in the a posteriori data set. Since the present group 
at low job routine includes a large number of respondents previously 
classified as medium, it may be that this rare structural relationship 
in the study is connected to extreme conditions of low job routine. 
Indeed, the notion of routine particularly in the low routine group has 
a different meaning in the empirical scales, which emphasizes the import-— 
ance of careful qualification in discussing the findings, and may account 
for the differences in the relationships amongst job routine and other 
organizational characteristics in a number of instances in comparing the 
two scale sets. Job routine, for example, is negatively related to group 
cohesion within the medium job routine group in the a priori scales. This 
shifts to the high job routine group in the present scales. The change 
may be explained by the reclassification of certain of the respondents 
from the medium a priori group in the high a posteriori group, and per- 
haps suggests that persons at medium-high and not extremely high levels 


of routine experience less group cohesion with increasing routine. 
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Increasing job uncertainty is associated with increasing Eroup cohesion 
at medium levels of routine as measured on both scales. In terms of the 
present analysis, it appears that increasing uncertainty is not connected 
to less routine but does perhaps lead to increased group interaction 
within the medium routine group. Perhaps group cohesion is nurtured in 
cases where maneuverability is part of the job technology as job uncer- 
tainty increases. 

Comparisons in the context, structure and job satisfaction set are 
also interesting. Increasing routine is associated with decreasing job 
satisfaction at high levels of routine within the empirical scales. 
Increasing uncertainty is associated with increasing satisfaction at 
medium job routine but in neither of high nor low job routine. It 
appears that respondents at generally high levels of routine react 
negatively to increasing routine, and have no systematic pattern with 
increasing uncertainty. Further, they relate positively to all of role 
definition, job change and group cohesion. Respondents at generally 
medium levels of routine do not react negatively nor positively to 
increasing routine, but do react positively to increasing uncertainty. 
Similar to the high routine level, they relate positively to all of role 
definition, job change and group cohesian. The job change relationship, 
however, is not independent of levels of uncertainty. Respondents at 
low levels of routine show no systematic ties between job satisfaction 
and contextual characteristics of job routine and job uncertainty. As 
in the a priori scale analysis, it may be that increasing job uncertainty 
is favoured within the context of medium job routine and not low or high 
routine. Increasing job routine in jobs already low on routine is not 


related to decreasing satisfaction. Structural ties in low routine jobs 
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pee Ske role definition and group cohesion. The differences between 
the. general pattern shown in paosterters scales and that in the 
a priori scales are minor, and likely are a result of the extension of 
the medium routine group into the high and low groups in the present 
analysis. These differences include the positive tie between job satis- 
faction and group cohesion at low job routine, the elimination of a 
negative tie between job satisfaction and job routine at medium job 
routine, the evidence of some bond between job satisfaction and job 
change at medium job routine, and the positive tie between job satisfac- 
tion and role definition at high job routine. The key relationships 
perhaps are the positive job satisfaction - job change linkage in 
instances of high job routine, and the positive ties of job satisfaction 
with both role definition and group cohesion at medium and low routine. 
Second and third-order correlation coefficients are compiled for 
the job satisfaction data within levels of job routine, and represent 
the effect of removing not only job uncertainty from the data series, 
but also the structural characteristics in isolation and in pairs. These 
higher level correlation matrices appear as Exhibits 4-22 and 4-23. The 
basic pattern uncovered in the zero-order and first-order correlations 
is not changed when job eae job change and group cohesion, 
either separately or together, are removed from the data (B, C and FP): 
When the structural characteristic role definition is considered, however, 
the data are affected. A negative relationship between job satisfaction 
and job routine appears at the low job routine level when role definition 
and job uncertainty are controlled, both without and with job change and 
group cohesion (A,D,E). It seems likely that role definition and job un- 


certainty together contribute to the elimination of the negative effect 
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SET B - SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-22 
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SECOND ORDER CORRELATION COEFFICIENTS BETWEEN 


JOB SATISFACTION AND SELECTED CHARACTERISTICS 
WITHIN LEVELS OF JOB ROUTINE CONTROLLING JOB 


UNCERTAINTY AND SPECIFIED STRUCTURAL CHARACTERISTICS 


SECOND ORDER CORRELATION CONTROLLING JOB UNCERTAINTY 
AND ROLE DEFINITION 
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SECOND ORDER CORRELATION CONTROLLING JOB UNCERTAINTY 
AND GROUP COHESION 
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SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-23 THIRD ORDER CORRELATION COEFFICIENTS BETWEEN 
JOB SATISFACTION ANDSELECTED CHARACTERISTICS 
WITHIN LEVELS OF JOB ROUTINE CONTROLLING FOR 
JOB UNCERTAINTY AND SPECIFIED STRUCTRUAL 
CHARACTERISTICS 


D. THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
ROLE DEFINITION AND JOB CHANGE 
LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 
Job Satisfaction - Job Routine -.24 -—.12 
Job Satisfaction - Role Definition * * * 
Job Satisfaction - Job Change * * * 
Job Satisfaction - Group Cohesion =L6 724 oly: 
E. THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
ROLE DEFINITION AND GROUP COHESION 
LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 
Job Satisfaction - Job Routine -.23 =.12 
Job Satisfaction - Role Definition * * * 
Job Satisfaction - Job Change - 19 
Job Satisfaction - Group Cohesion * * * 
F. THIRD ORDER CORRELATION CONTROLLING JOB UNCERTAINTY, 
JOB CHANGE AND GROUP COHESION 
LEVEL OF JOB ROUTINE 
HIGH MEDIUM LOW 
Job Satisfaction — Job Routine -.18 
Job Satisfaction — Role Definition ae ae IF | pa Ie 
Job Satisfaction - Job Change * * * 
Job Satisfaction —- Group Cohesion * * * 
Technical Note: All coefficients significant at .05 level 
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of routine on job satisfaction when Hob routine “is typically low. This, 
however, seems not to be true in cases where job routine is typically 
moderate. When job uncertainty and role definition are both controlled 
(A), a positive tie between job satisfaction and job change reappears 

at medium levels of routine. [It disappears, however, when group cohesion, 
possibly a substitute for change, is controlled as well (E). At moderate 
levels of routine, therefore, it seems that increasing job change is 
related to increasing job Satisfaction, but this relationship is not 
independent of job uncertainty. It is, however, independent of job un- 
certainty and role definition, but not of job uncertainty, role defini- 
tion and group cohesion. The movements and level of uncertainty, role 
definition and group cohesion all bear on the relationship. The second 
and third level correlation matrices, while leaving some complexities, 


confirm the independence of the previously cited key relationships. 


9. Job Uncertainty Levels ~ A Posteriori Scales 


Significant correlation coefficients between organizational charac- 
teristics within low, medium and high levels of job uncertainty as measured 
on a posteriori scales appear as Exhibit 4-24. A cursory glance at both 
the a priori and a posteriori scale exhibits reveals the changes in the 
location and incidence of significant correlation coefficients. In the 
a priori data (Exhibit 4-13), the coefficients dot the map. In the present 
set, the coefficients are predominantly located in the low uncertainty 
group, and very few emerge in the medium and high uncertainty groups. 

As in the a priori scales, a negative relationship between job rou- 
tine and job uncertainty appears in the low uncertainty group. This rela- 


tionship, however, is of reduced strength in the a posteriori set, and 
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SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 
ee ROE OLURE LEVELS 


EXHIBIT 4-24 SIGNIFICANT CORRELATION COEFFICIENTS BETWEEN 
ORGANIZATIONAL CHARACTERISTICS WITHIN LEVELS 
OF UNCERTAINTY 


LEVEL OF JOB UNCERTAINTY 


ORGANIZATIONAL LOW MEDIUM HIGH 
CHARACTERISTICS N=203 N=209 N=165 
- CONTEXT 
as Job Routine - Job Uncertainty eee 
- STRUCTURE 
vs Role Definition - Job Change -.12 
3. Role Definition - Group Cohesion 


Job Change - Group Cohesion 


STRUCTURE AND CONTEXT 


Sc 
6. 
Tis 
8. 
9. 


Role Definition - Job Routine Spa 29 ~29 
Role Definition - Job Uncertainty =o 4 
Job Change - Job Routine etbe) 
Job Change - Job Uncertainty 29 26 
Group Cohesion - Job Routine =) 


10. Group Cohesion - Job Uncertainty 


- JOB SATISFACTION 


11. Job Satisfaction - Job Routine ee SOAS) 

12. Job Satisfaction - Job Uncertainty 

13. Job Satisfaction - Role Definition -18 ee) 
14. Job Satisfaction - Job Change 14 

15. Job Satisfaction - Group Cohesion =20 le 220 


CONTROLLING FOR JOB ROUTINE 


STRUCTURE AND CONTEXT 


8. 


Job Change - Job Uncertainty esi - 26 


10. Group Cohesion - Job Uncertainty pa he) 


- JOB SATISFACTION 


13. Job Satisfaction - Role Definition PT pele w22. 
15. Job Satisfaction - Group Cohesion our 29 


Technical Note: All coefficients significant at .05 level 
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does not appear at medium or high levels. In the a priori scales, the 
negative relationship meet at medium job uncertainty.. The composite 
of different relationships is important to consider in analyzing the 
relationship of job routine and job uncertainty. Previous discussion has 
established that the reduction of routine in the circumstance of increas- 
ing uncertainty represents a form of organizational flexibility built 
into the essential job technology. Alternatively, the negative relation-— 
ship may reflect decreasing uncertainty resulting from increasing routin- 
ization. In the low uncertainty group, a number of relationships is un- 
covered. Two views are viable. Increasing uncertainty is associated 
with decreasing routine, decreasing role definition and increasing job 
change. freeing routine, on the other hand, is associated with de- 
creasing uncertainty, increasing role definition, decreasing job change 
and decreasing group cohesion. A negative structural relationship 
between role definition and job change also appears. To the extent 
that job uncertainty is increasing, technological flexibility is realize 
through less routine, and structural flexibility is generated in the form 
of job change, which is related to both increasing uncertainty and decreas— 
ing routine. This latter combination of contextual conditions serves to 
reduce role definition, which in sip expedites job change because of the 
negative tie between role definition and job change. Increasing uncer- 
tainty, however, may not be experiencing on an ongoing basis because the 
general level of uncertainty is low in this group. Without increasing 
uncertainty, a certain rigidity is built into the system by any increase 
in job routine, whose effects are sited previously. 

Crozier (1965) speaks of rigidities forming at both low and high 


levels of uncertainty. In the high uncertainty group within the present 
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scales, increasing job routine is rerseaa to increasing role definition, 
and increasing job uncertainty is related to increasing job change. No 
intercorrelation occurs between job routine and job uncertainty, and un- 
fike the a priori scales, no negative intercorrelation occurs between job 
routine and job change. The absence of this latter correlation coeffi- 
cient is important in the application of Crozier to the present study. 
When uncertainty is increasing in a group where uncertainty is already 
high, flexibility is related to the application of existing routines which 
are not reduced with increasing uncertainty, and to job change. Increas- 
ing routine in the empirical scales does not temper the element of job 
change, whereas in the a priori scales, increasing routine is related to 
less job change. The empirical scale for high uncertainty includes a 
number of respondents from the medium a priori uncertainty group in addi- 
tion to all of the high a priori uncertainty group. The negative bond 
between job routine and job change in the high uncertainty a priori group 
is interpreted as a certain rigidity which forms in the organizational 
system. Persons experiencing increasing uncertainty when uncertainty is 
high show a penchant for existing routines, and increasing routine forms 

a road block for organizational job change, which is generated by job 
uncertainty. This rigidity disappears in the empirical scales, suggesting 
perhaps that it is characteristic only of the uncertainty group measuring 
high against the scale itself, the extreme group. In the a posteriori or 
empirical scales, the element of job change is not encumbered by job rou- 
tine, and conceivably increasing job change and increasing routine may be 
brought in together without routine working against change. It further 
appears that increasing uncertainty is related to increasing group cohesion 


in the high uncertainty group, a relationship which emerges when job routine 


is controlled. 
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The negative correlation coefficient of -.12 between the structural 
characteristics of role definition and job change within the low 
uncertainty group bears particular Erenetons Basically two significant 
intercorrelations emerge in the study amongst structural character-— 
istics, although all characteristics appear to be orthopenal to one 
another (exhibit 2-2). Firstly, a coefficient of -.08 appears in the: 
zero order correlation matrix between role definition and job change 
(exhibit 3-1). This is interpreted as a possible indication that roles 
are eaSier to define when jobs do not change often or alternatively 
that increasing job change results in less role definition. Either way, 
the negative correlation is explained (Chapter III). secondly, a 
coefficient of .21 between role definition and group cohesion appears 
in the low job routine group as measured by a priori scales, and in the 
combined setting of low job routine - high job uncertainty. This is 
interpreted as an organizational action to build group interaction into 
the organizational structure in an organic type setting, typified by 
low routine, and a combination of low routine and high uncertainty. 
Such a finding is consistent with the work of Burns and Stalker (1961), 
although it deviates from their reports to the extent that increased 
group cohesion is tied to increased role definition, and not decreased 
role definition. Perhaps the important qualification is that role 
definition is a general measure in the present study, and does not 
probe specific qualities of the role which may well be affected in the 
directions projected by these researchers. 

Just as the tie between role definition and group cohesion emerged 
in a particular context, specifically low job routine and low routine - 


high uncertainty in the a priori set, so the tie between role definition 
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and job change occurs in one particular context, specifically low job 
uncertainty in the a posteriori set, although it is also evident in the 
fundamental relationships. Amongst others, Blau (1974) has emphasized 
the importance of organizational adaptability to changing circumstances 
(pp. 72-75). Even organizations operating in conditions of relative 
Stability face circumstances at some point which force change in the 
existing patterned relationships within the Organization. Lawrence and 
Lorsch (1969) share this view (p. 232). The natural bent of organiza- 
tions is to routinize and structure their positions. This orientation, 
however, may temper their subsequent ability to adapt and change. 
Blau cites the following example which is related to Crozier's (1965) 
analysis of rigidity at the extremes of uncertainty: 
"For instance, effective administration is contingent 
on uniform adherence to regulations as well as on 
adaptability to a variety of specific situations, 
but bureaucratic pressures compelling strict 
conformity to rules also give rise to rigidities 
that interfere with the adaptability needed to 
handle special cases" (p. 73). 
One measure of adaptability to special cases, which amount to a form 
of increasing uncertainty, is the reduction of routine within the job 
technology itself. Organizational action is reflected in job change. 
Ideally, perhaps, job change should be free-floating and unencumbered 
by other structural conditions. Thus jobs may be adapted as necessary 
to cope with changing circumstances. The present study suggests this 
is true in instances where uncertainty levels are typically moderate or 
high. However, in cases where job uncertainty is typically low, 
increasing role definition is associated with decreasing job change, and 


increasing job change is associated with decreasing role definition. 


Organizational adaptability or flexibility is thus affected by existing 
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levels and movements in role dB Eta ted Gok Jobs at this level lend 
themselves to routinization and role definition. To the extent that 
processes of bureaucratization occur, a rigidity is Ee which 
tempers the ability of the organization to change the jobs. Jobs which 
typically face higher levels of uncertainty do not readily lend then- 
selves to bureaucratization, and the organizational rigidity is not 
apparent. Alternative forms of rigidities arising out of member action 
do appear, however, in the cases of high job uncertainty as discussed 
previously in the a priori data. In the present discussion, however, 
it appears that the negative relationship between role definition and 
job change, first uncovered in the zero order correlation matrix, is a 
Situation particularly evident in the context of low job uncertainty, 
and possibly represents an organizational rigidity related to 
bureaucratization and circumstances with low numbers of special cases, 
new problems and changing conditions. 

The relationships amongst job satisfaction and contextual and 
structural characteristics are not as clear in the a posteriori job 
uncertainty level data as in the a priori scales. Persons at low and 
medium levels of uncertainty respond negatively to increases in routine 
in both sets, and no relationship exists between job satisfaction and 
job routine when job uncertainty is generally high. In no case, 
however, is there a positive linkage between job satisfaction and job 
uncertainty in the empirical scales, whereas this did occur in the 
a priori data, particularly in cases of high uncertainty. It may be 
that increasing uncertainty is related to increasing satisfaction in 
cases where uncertainty is already at a distinctly high level, which is 
true in the a priori scales. The a posteriori data include a number 


of respondents classified medium in the a priori set. 
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Structural linkages with job satisfaction at low job uncertainty 
are apparent for all of role definition, job change and group cohesion. 
The job change relationship, however, is not independent of the level 
of job routine. When job uncertainty is typically medium, a structural 
tie between job satisfaction and group cohesion is evident, but this is 
also not independent of job routine. Furthermore, when job routine is 
controlled, a tie between job satisfaction and role definition emerges. 
It appears therefore, that for analysing relationships between job 
satisfaction and structure at low and medium uncertainty levels in 
this set, it is necessary to consider the contextual setting of 
uncertainty and routine as a whole. This is done presently. At 
generally high levels of uncertainty, structural ties between job 
Satisfaction and both role definition and group cohesion are found, 
and these relationships hold when the effect of job routine is removed 
from the data. Persons generally facing high uncertainty, therefore, 
respond neither positively nor negatively to movements in routine or 
uncertainty, and like an understanding of their role in the organization 
and working with others. 

In order to discern more in-depth understanding of the relation- 
ships amongst job satisfaction and the contextual and structural 
characteristics particularly at low and medium levels of uncertainty, 
second and third level correlation coefficients are compiled for the 
job satisfaction section of exhibit 4-24, while controlling for job 
routine and selected structural characteristics. These higher level 
correlation matrices appear as exhibits 4-25 and 4-26. The positive 
relationship between job patie faction and job change at low levels of 


uncertainty which disappears when job routine is controlled reappears 
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SET B — SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 
a ENE OLORG LEVELS _ 


EXHIBIT 4-25 SECOND ORDER CORRELATION COEFFICIENTS BETWEEN JOB 
SATISFACTION AND SELECTED CHARACTERISTICS WITHIN 
LEVELS OF JOB UNCERTAINTY CONTROLLING JOB ROUTINE 
AND SPECIFIED STRUCTURAL CHARACTERISTICS 


A. SECOND ORDER CORRELATION CONTROLLING JOB ROUTINE 
AND ROLE DEFINITION 


LEVEL OF JOB UNCERTAINTY 


LOW MEDIUM - HIGH 
Job Satisfaction — Job Uncertainty 
Job Satisfaction - Role Definition * * * 
Job Satisfaction - Job Change oko 
Job Satisfaction - Group Cohesion a5 aps 


| bo 


SECOND ORDER CORRELATION CONTROLLING JOB ROUTINE 
AND JOB CHANGE 


LEVEL OF JOB UNCERTAINTY 


LOW MEDIUM HIGH 
Job Satisfaction - Job Uncertainty 
Job Satisfaction - Role Definition 20 Ags! ee 
Job Satisfaction ~- Job Change * * * 
Job Satisfaction - Group Cohesion aly ~29 


SECOND ORDER CORRELATION CONTROLLING JOB oe 
AND GROUP COHESION 


Io 


LEVEL OF JOB UNCERTAINTY 
LOW MEDIUM HIGH 


Job Satisfaction - Job Uncertainty 
Job Satisfaction - Role Definition 26 14 BILE 
Job Satisfaction - Job Change 

Job Satisfaction - Group Cohesion 


* 
* 
* 


Technical Note: All coefficients significant at .05 level 
* coefficient removed by control procedure 
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B_— SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 4-26 THIRD ORDER CORRELATION COEFFICIENTS BETWEEN JOB 
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SATISFACTION AND SELECTED CHARACTERISTICS WITHIN 
LEVELS OF JOB UNCERTAINTY CONTROLLING JOB ROUTINE 
AND SPECIFIED STRUCTURAL CHARACTERISTICS 


THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
ROLE DEFINITION AND JOB CHANGE 


LEVEL OF JOB UNCERTAINTY 


LOW MEDIUM HIGH 
Satisfaction - Job Uncertainty 
Satisfaction — Role Definition * * * 
Satisfaction - Job Change * * * 
Satisfaction - Group Cohesion LG AS HE 


THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
ROLE DEFINITION AND GROUP COHESION 


LEVEL OF JOB UNCERTAINTY 


LOW MEDIUM HIGH 
Satisfaction - Job Uncertainty 
Satisfaction - Role Definition * boas * 
Satisfaction - Job Change pal 
* * x 


Satisfaction - Group Cohesion 


THIRD ORDER CORRELATION CONTROLLING JOB ROUTINE, 
JOB CHANGE AND GROUP COHESION 


LEVEL OF JOB UNCERTAINTY 


LOW MEDIUM HIGH 
Satisfaction - Job Uncertainty 
Satisfaction - Role Definition beat onlay -24 
Satisfaction - Job Change * * * 
* * * 


Satisfaction -— Group Cohesion 


Technical Note: All coefficients significant at .05 level 


* coefficient removed by control procedure 
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when job routine and role definition are controlled (A), disappears 
when job routine and group cohesion are controlled (C), and reappears 
when all of job routine, role definition and group cohesion are 
controlled (E). In particular, the element of group cohesion may there- 
fore affect the tie between job satisfaction and job change when 
uncertainty is low. Perhaps working with others provides the type of 
environment which is a suitable proxy for the form of variety that job 
change offers in jobs where uncertainty is low. The second point, 
however, is that when the effect of job routine, role definition and 
group cohesion is all removed from the matrix, job satisfaction and 
job change are positively related at the low uncertainty level. 

Also in limbo are the structural associations at medium job 
uncertainty. The positive relationship between job satisfaction and 
role definition when job routine is controlled is confirmed as 
independent of levels of job change and group cohesion (B, ©, and F). 
The positive relationship between job satisfaction and group coheston . 
which disappears when job routine is controlled and therefore is not 
independent of this contextual characteristic remains insignificant 
when job routine and the structural characteristics of role definition 
and job change are controlled separately and together (A, B, and D). 
It seems therefore that the contextual setting as a whole is important 
in considering this particular relationship. The positive ties between 
job satisfaction and both role definition and group cohesion at high 
levels of uncertainty are confirmed as independent of job routine and 
other structural characteristics (A, B, C, D, and F). No significant 
correlation coefficients appear between job satisfaction and job 


uncertainty in any of these matrices. 
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Loe Combination Sets of Job Routine and Job Uncertainty - 
e 


A Posteriori Scales 


Jobs represent a combination of a teva of routine and a level of 
uncertainty in terms of their contextual situation. Relationships | 
between organizational characteristics are shown to vary amongst these 
contextual situations in the a priori data set (exhibit 4-16). Simil- 
arly the patterns of significant correlation coefficients Be different 
amongst the contextual combinations in the a posteriori scale data 
(exhibit 4-27). The numbers of respondents falling into the contextual 
combinations are altered rather dramatically between the two sets of 
scales (exhibit 4-3). As might be expected, greater balance in sample 
size amongst the nine contextual combinations is achieved in the 
empirical scales, and the designation of primary groups is not viable 
(cf. exhibit 4-17). No group has more than ninety-two respondents, and 
this group represents one contextual extreme of low job routine coupled 
with high job uncertainty. The concentration of respondents at medium 
routine and medium uncertainty which prevails in the a priori data is 
thus broken, but at the same time, the extremes include respondents 
who previously were classified as moderate. The impact of this 
reclassification is discussed throughout the analysis, but is perhaps 
most evident in the combined sets of contextual characteristics. 

In the high job routine - low job uncertainty group (column 1), a 
negative correlation of -.37 iesenee between job routine and job 
uncertainty. This is accompanied by a negative tie between job change 
and job routine and a positive tie between job change and job 
uncertainty. The intercorrelations are -.40 and .45 respectively. The 


structural relationship between role definition and job change which 
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Technical Note: 


SET B - SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 4-27 SIGNIFICANT CORRELATION COEFFICIENTS BETWEEN 


PO. 
co 


ORGANIZATIONAL CHARACTERISTICS WITHIN COMBINED 
SETS OF JOB ROUTINE AND JOB UNCERTAINTY 


ORGANIZATIONAL 
CHARACTERISTICS 


- CONTEXT 


Job Routine - Job Uncertainty 


- STRUCTURE 


Role Definition - Job Change 


- Role Definition - Group Cohesion 


Job Change - Group Cohesion 


- STRUCTURE AND CONTEXT 


- Role Definition - Job Routine 


Role Definition - Job Uncertainty 
Job Change - Job Routine 

Job Change - Job Uncertainty 
Group Cohesion — Job Routine 
Group Cohesion - Job Uncertainty 


JOB SATISFACTION 


Job Satisfaction - Job Routine 

Job Satisfaction - Job Uncertainty 
Job Satisfaction - Role Definition 
Job Satisfaction - Job Change 

Job Satisfaction - Group Cohesion 


HIGH JOB ROUTINE 


LEVEL OF JOB UNCERTAINTY 


i LOW 


N=87 


=.37 


-.40 
-45 


2. MEDIUM 
Neat 


225 
-22 


All coefficients significant at .05 level. 
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EXHIBIT 4-27 Continued 


ORGANIZATIONAL MEDIUM JOB ROUTINE LOW JOB ROUTINE 
CHARACTERISTICS LEVEL OF JOB UNCERTAINTY LEVEL OF JOB UNCERTAINTY 
4. LOW 5. MEDIUM 6. HIGH 7. LOW 8..MEDIUM 9.HIGH 
N=75 N=78 N=54 N=41 N=80 N=92 

A. CONTEXT 

ie ; —<22- 
B. STRUCTURE 

ae 

Se 

4. 

C. STRUCTURE AND CONTEXT 

4 230 eae! 
6 -.20 

Ves 

8. 23 -28 
S 
10 

D. JOB SATISFACTION 

ATE -.24 

17Ap »L9 

gto -40 noo -40 SS 
14. 

ie <2 .34 


Technical Note: All coefficients significant at .05 level. 
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appears in the low uncertainty group (exhibit 4- -24) does not surface 

in this or Les of the other two contextual sets involving low job 
uncertainty. The combination of high routine and low uncertainty 
perhaps reflects the setting most indicative of a context which may be 
Suited and generic to pt Ooice sree The prevalence of both technological 
and structural flexibility in instances of increasing uncertainty may 
reflect an adaptive quality in the respondent's organizations. 
Increasing job routine is associated with decreasing job change, which 
in isolation may be interpreted as a negative influence on adaptation. 
However, in cases of increasing uncertainty, job routine itself is 
decreasing, and thus job change is reinforced by this decline in job 
routine. Nonetheless, some measure of rigidity exists in the negative 
intercorrelation between job change and job routine to the extent that 
jobs cannot change without the level of routine declining as a central 
tendency. Where job routine does not decline, therefore, the job change 
option as a measure of flexibility may be dampened. 

At the medium uncertainty level within high job routine (colum 2) 
the picture changes. No relationship between job routine and job 
uncertainty is uncovered, and both job routine and job uncertainty are 
positively correlated with job change. The intercorrelations are .28 
and .25 respectively. For highly routinized jobs, it may be that the 
more routines formulated when job uncertainty is moderate are derived 
to cope with generally uncertain situations, and no reduction in routine 
is generated when uncertainty increases. Any increase in routine in 
itself actually amounts to job change, in addition to the content 
modification in positions, which perhaps follows situations of increasing 


uncertainty. This is the only point in the study where increases in job 
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Youtine are perceived in terms of job change. It might be expected 

to occur in the setting of high routine as part of the job, as it does, 
but it seems that the high routine is accompanied by moderate and not 
low or high levels of uncertainty for this relationship to emerge. 
When uncertainty is low, increasing routine is associated with 
decreasing job change, as previously discussed. When uncertainty is 
high, no relationship between job routine and job change emerges. At 
the level of high uncertainty within high job routine (column 3) the 
negative relationship between job routine and job uncertainty reappears, 
and a positive tie between group cohesion and job uncertainty is 
apparent. The intercorrelations are —.38 and .39. Understandably very 
few respondents fall into this rather paradoxical combination, which 
holds a measure of technological flexibility and possibly a need for 
group cohesion in light of increasing uncertainty within jobs which 
already have a high level of uncertainty and are routinized. It is 
perhaps not unexpected that job satisfaction and group cohesion are 
positively related in this setting. A premium may be placed on 
working with others. No job satisfaction intercorrelations are 
significant in the high routine - medium uncertainty setting. In 

the extreme case of high routine - low uncertainty, job satisfaction 
and job routine are negatively related, and job satisfaction is 
positively linked to role definition and job change. The positive tie 
between job satisfaction and job change perhaps reflects the measure 
of variety that persons in highly routinized and low uncertainty are 
want to have. This association does not emerge in the a priori data, 


possibly because of sample size as previously mentioned. 
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At medium job routine, only two intercorrelations are apparent 
amongst contextual and structural characteristics. At medium job 
routine and low job uncertainty (column 4) a peeatie correlation 
coefficient of -.20 is found between role definition and job uncertain- 
ty. Coincidentally, and again for the only time in the study, 
increasing uncertainty is related to decreasing job satisfaction in 
this setting. The balance of medium job routine and low uncertainty 
represents a somewhat routinized and relatively mellow job context. 
Persons do not respond negatively to increased routine as they do in 
the high job routine - low uncertainty group. Apparently, however, 
increasing uncertainty is associated with decreasing satisfaction and 
with decreasing role definition. Perhaps at moderate job routine 
when uncertainty is typically low, any increase in uncertainty 
affects structural relationships and creates uneasiness in the 
organizational network. At medium routine and high uncertainty 
(column 6) a positive correlation of .23 appears between job change 
and job uncertainty. Thus, when job uncertainty is typically high, 
increases in uncertainty lead to job change. Persons in this setting 
respond neither negatively nor positively to changes in routine and 
uncertainty, and have positive ties between job satisfaction and both 
role definition and group cohesion. The positive tie between job 
Satisfaction and role definition is also found in the setting of 
medium routine and medium uncertainty, and is the only significant 
intercorrelation within this Setting (colum 5). To abstract, moderate 
job routine represents the middle of the road so far as job standard- 
ization is concemed. Increasing uncertainty within these jobs does 


not appear to have any systematic ties with job routine itself. When 
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uncertainty is typically low, however, increasing uncertainty is 
associated with reduced role definition and reduced job satisfaction. 
When uncertainty is typically mediun, increasing uncertainty has no 
associations throughout the data. When ore is typically high, 
increasing uncertainty is related to job change. The structural 
effects of increasing uncertainty are therefore related to existing 
levels of uncertainty in general, and Ber inos are perhaps applied 
consistently amongst job situations, with no decrease in routine being 
experienced with increases in uncertainty at any level of uncertainty. 
In the combination of low job routine and low job uncertainty 
(column 7) no relationships amongst contextual and structural charac- 
teristics appear. Job satisfaction is tied to role definition and 
group cohesion. The intercorrelations are .40 and -34 respectively. 
At low job routine and medium job uncertainty (column 8), increasing 
routine is related positively to role definition and negatively to 
job satisfaction. It may be that when routine is typically low and 
uncertainty is typically low, organizational members relate to 
conditions of role understanding and group interaction in a positive 
fashion. As uncertainty acquires greater salience within the job 
setting and low job routine is related to medium levels of job 
uncertainty, there may be a penchant within organizations to increase 
routine. This leads to increasing role definition, but increasing 
routine is responded to negatively by members. In either case, job 
routine and job uncertainty are independent of one another. At low 
job routine and high job uncertainty (column 9), job routine and job 
uncertainty are negatively related. Furthermore in this setting, 
role definition and job routine are related positively and job change 


and job uncertainty are similarly related positively. Respondents 
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appear to favour a measure of role definition in this rather 
unsettling setting of low routine and high uncertainty, It seems 

that when routine is typically low, and uncertainty is low or medium, 
increasing uncertainty does not affect existing levels of routine. 
Increases in routine, however, are possibly developed by organizations 
as the general level of uncertainty increases, and at moderate levels 
of uncertainty, respondents do not relate positively to this measure 
of routinization. When uncertainty is generally high, however, 
increases in uncertainty create a decrease in routine; or alternately, 
increases in routine create a decrease in uncertainty. The structural 
effects of these movements are apparent in both role definition and 
job change. Increasing uncertainty leads to job change and through 
decreasing job routine to decreasing role definition. The decrease 
in role definition is related in tum to decreasing satisfaction. 
Increasing routine leads to role definition and job satisfaction, and 
through decreasing job uncertainty to decreasing job change. Either 
interpretation. may hold contingent on the point of departure. The 
element of group cohesion which appears important in the a priori 
setting of low job routine and high job uncertainty does not surface 
in this particular group. Indeed, as in this latter case, the 
general flavour of the entire series of combined sets vary between 

a priori and a posteriori scales. Differences are attributable in 
large part to reclassifications of a number of respondents, and a 


general reduction in the magnitude of high and low groups compared to 


medium valuations. 


11. Context, Structure and Job Satisfaction - A Posteriori Scales 
a SEL st 


A summary of the associations amongst contextual and structural 
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characteristics with job satisfaction at specific levels of job 

routine and job uncertainty appears as exhibit 4-28. The levels are 
discemed by a posteriori scales in this instance, and the number and 
nature of associations is not as prominent as in the a priori data 
(exhibit 4-18). Only four associations are significant in the context 
and job satisfaction columns, and many of the structural associations 
with job satisfaction are tied in part to conditions in the contrasting 
contextual characteristic. 

In jobs which typically have high job routine (row 1) job 
Satisfaction and job routine are negatively associated, no relation- 
ship is evident between job satisfaction and job uncertainty and job 
satisfaction is positively associated with all three structural 
characteristics of role definition, job change and group cohesion. 

The negative reaction to increasing routine disappears when jobs 
typically hold moderate levels of routine, and a positive association 
emerges between job satisfaction and job uncertainty (row 2). As in 
the a priori data, it appears likely that some routine but not too 
high a level of routine is required in jobs before job satisfaction 
and job uncertainty are positively correlated. Structural linkages 
with job satisfaction at moderate routine are with all three 
organizational characteristics, although job change is related in part 
to existing levels of job uncertainty and conditions in the other 
structural characteristics. Perhaps job change is most important 
where jobs are highly routinized as in the high job routine set, or 
in jobs at moderate levels of routine which have little interaction 
with others and low levels of uncertainty (cf. row 4). Some support 


for this proposition rests in the data at low job routine (row 3) where 
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job change is no longer linked to job satisfaction, but both role 
definition and group cohesion are positively associated with job 
Satisfaction. At this level, no clear associations between either 
job routine or job uncertainty and job satisfaction are evident, 
although increasing routine is related to decreasing satisfaction 
when both job uncertainty and role definition are controlled. 
Uncertainty is not related to satisfaction when routine is generally 
low. 

The contrasting contextual characteristic to high job routine is 
low job uncertainty (row 4). Coincidentally the same pattern of 
associations amongst job satisfaction and contextual and structural 
characteristics forms at this level. At low job uncertainty, job 
Change has a positive association with job satisfaction as at high 
job routine, but the tie is not strictly independent of job routine 
and group cohesion. Medium job routine and medium job uncertainty 
(row 5) do not have similar patterns. A negative association between 
job satisfaction and job routine is evident at medium job uncertainty, 
whereas no association is evident between job satisfaction and job 
routine at medium job routine. Further, the positive association 
between satisfaction and uncertainty which appears at moderate 
routine is not present at medium uncertainty. Indeed no association 
between job satisfaction and job uncertainty develops at any general 
level of uncertainty. This tends to confirm the finding that increas- 
ing uncertainty is associated with job satisfaction when routine is 
generally at moderate levels. Structural associations with job 
satisfaction at medium job uncertainty are apparent for role definition 


and group cohesion, although role definition emerges only when the 
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effect of job routine is removed Pronttne nny Perhaps in some 
instances they serve as substitutes for one another. Job change 

bears some importance at medium job routine, but does not emerge in 
positive association Bien on Satisfaction at medium job uncertainty. 
Perhaps the fact that uncertainty is generally moderate provides a 

form of variety in the job which makes job change less necessary as a 
satisfier. This need not be true at medium job routine levels, where 
perhaps job change is contingent as a satisfier upon the matching 

level of uncertainty realized within the total context of the job. 
Thus, at medium job routine where uncertainty is very low, job change 
may be positively related to job Satisfaction, but where uncertainty 

is moderately low or mediun, job change may have no association with 
job satisfaction. At high job uncertainty (row 6) job satisfaction 

is related to contextual and structural characteristics in the same 
basic way as at the low job routine level: no associations appear 
with routine and uncertainty, and structural associations are with role 
definition and group cohesion. Apparently at these two levels, persons 
respond neither negatively nor positively to changes in routine and 
uncertainty, and like to have a clearer understanding of their role 


in the organization within an environment of group cohesion. 


12. Elements of the General Picture With Respect to Context, 


Structure and Job Satisfaction - A Posteriori Scales 


_ OO TC rr ees 


As in the a priori scale data, it is possible and desirable to 
construct a framework which presents elements of the general picture 


with respect to context, structure and job satisfaction. The job 
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context represents a combination of a level of job routine and a level 
of job uncertainty. Each of these levels has a series of associations 
between job satisfaction and the contextual and structural character- 
istics (exhibit 4-28). Each of these levels is typically aligned with 
a level of the other contextual characteristic in terms of modal 
contextual relationships (exhibit 4-4), Intercorrelations for at 
pairs of organizational characteristics are compiled for combined sets 
of contextual characteristics including modal sets (exhibit 4-27). 
Information from the three sources provides the basis for a framework 
of elements of the general picture. 

Jobs which are typically high in job routine (n=157) demonstrate 
the following associations in terms of job satisfaction: a negative 
tie with increasing routine, no Systematic tie with uncertainty changes 
and positive ties with role definition, job change and group cohesion 
(exhibit 4-28). These jobs are most often found in combination with 
low job uncertainty (exhibit 4-4) which carries much the same pattern 
of job satisfaction associations (exhibit 4-28). Not unexpectedly, 
within the combined contextual set of high job routine and low job 
eeeeeer ars (n=87), job satisfaction and job routine are negatively 
related, and job satisfaction is positively related with role 
definition and job change (exhibit 4-27). Persons in what amounts to a 
highly routinized setting with low job uncertainty appear to respond 
negatively to increases in routine, and although they do not respond 
positively to increasing uncertainty, they like what uncertainty 
generates: both falling routine and increased job change. These 
ties are direct within this group and reflect conditions of techno- 


logical and structural flexibility within the population as uncertainty 
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increases. Perhaps of importance, however, is that fact that 
uncertainty is generally low for this group, and increasing uncertainty 
may not be a typical experience for these job incumbents. Although 
job satisfaction and group cohesion are positively related in both 
high job routine and low job uncertainty, apparently when the two 
levels are combined, no association is in evidence, and group cohesion 
emerges as a structural characteristic in association with job satis- 
faction only at high levels of uncertainty within the high job routine 
level (exhibit 4-27). Further, this measure of group cohesion for 
this group is traced directly to increasing job uncertainty, and 
increasing uncertainty is also associated with less routine here. At 
high job routine - medium uncertainty, increases in both uncertainty 
and routine are associated with job change, and job satisfaction is not 
associated with any contextual or structural characteristics in any 
systematic fashion (exhibit 4-27, columns 1, 2 and Swe 

Medium job routine (n=207) has the following associations in 
terms of job satisfaction: routine and satisfaction are not related, 
uncertainty and satisfaction are positively related, and all 
structural characteristics and satisfaction are related, although job 
change is affected by the measures of uncertainty, role definition and 
group cohesion present (exhibit 4-28). Medium job routine is most 
often found with either low job uncertainty or medium job uncertainty. 
Low job uncertainty has the following associations in terms of job 
satisfaction: routine and satisfaction are negatively related, 
uncertainty and satisfaction are not related, and all structural 
characteristics and satisfaction are related, although job change is 


not independent of the measures of routine and group cohesion present 
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(ibid). Thus the combination of medium job routine and low job 
uncertainty (n=75) brings together two contextual levels with a 
number of differences in their associations with organizational 
characteristics and job satisfaction. In fact, when the ces are 
combined the only sicnificant job satisfaction tie is a negative inter- 
correlation with job uncertainty (exhibit 4-27). Apparently even 
though medium job routine has a positive association between satis- 
Faction and uncertainty, and no association between these characteristics 
is evident at low job uncertainty, the combination of medium routine 
and low uncertainty provides a setting where increasing uncertainty 
actually is associated with decreasing satisfaction. This disappears 
when the general level of uncertainty is higher at medium job routine. 
Part of this unexpected relationship between uncertainty and 
Satisfaction when routine is moderate and uncertainty is generally low 
may be explained in the negative relationship between role definition 
and job uncertainty which also emerges in this group. Perhaps 
increasing uncertainty destroys the relative harmonious organizational 
network that can be rendered in a setting typified by medium routine 
and low uncertainty. The impact is felt in terms of decreasing role 
definition, and role understandings’ are less clear. This leads to 
decreasing Satisfaction. When uncertainty is Beneralivear ca higher 
level, role definition and job satisfaction are linked directly. When 
uncertainty is higher yet, job uncertainty and job change are 
positively related, and a premium is placed on role definition and 
S8roup cohesion (exhibit 27, columns Asoewand 6). 

Medium job uncertainty brings qualities to its contextual match 


with medium job routine (n=78) which vary from the associations 
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fostered by medium job routine. The contrasts are outlined in the 
previous section of the paper and represent balancing influences. At 
medium uncertainty, satisfaction and routine are negatively related, 
whereas no association appears between these two at medium routine. 

At medium uncertainty, satisfaction and uncertainty are not associated, 
whereas they are positively associated at medium routine (exhibit 4-28). 
As balancing influences in the intercorrelation matrix, no associations 
emerge within the setting of medium routine -— medium uncertainty in 
terms of job satisfaction and context (exhibit 4-27). Further, 

although both levels have positive associations between job satisfaction 
and both role definition and group cohesion, only the positive 
association between satisfaction and role definition is evident in the 
combined set. Perhaps group cohesion is more important when uncertainty 
is generally higher, as noted above, when the total setting is 
considered. 

Medium job uncertainty is also one of the modal matches for jobs 
typically measuring low on job routine (exhibit 4-4). Jobs low on 
routine demonstrate no systematic associations between job satisfaction 
and movements in routine and uncertainty, while structural ties are 
evident between job satisfaction Bnd bath role definition and group 
cohesion (exhibit 4-28). In the combined setting of low job routine 
and medium job uncertainty (n=80), only a negative tie between job 
satisfaction and job routine is evident in the job satisfaction data. 
Apparently the negative relationship of satisfaction and routine at 
moderate levels of uncertainty affects this setting. This might be 
explained in terms of organizational actions within low routine jobs. 


When jobs are not highly routinized and uncertainty is low, job 
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Satisfaction is related to role definition and group cohesion. As 
uncertainty levels generally increase, more routines are perhenal 
formulated to handle the higher level of uncertainty, although routine 
continues to be low. This increase in routine surfaces in increased 
role definition and increasing routine has a negative effect on job 
Satisfaction. No structural characteristics are connected to job 
Satisfaction. As uncertainty reaches still a higher level, increasing 
routine is again reflected in increasing role definition, but persons 
respond favourably to role definition at this generally high level of 
uncertainty. Further, increasing uncertainty creates conditions of 
decreasing routine in jobs and generates job change at this level 
(exhibit 27, colums 7, 8 and 9). This latter situation of low 
routine and high uncertainty (n=92) represents the last modal tie in 
the routine levels (exhibit 4-4). Although both role definition and 
group cohesion are positively related to job satisfaction at the two 
levels coupled in this setting, group cohesion does not emerge in 
positive association with job satisfaction in the data. Group 
cohesion does bear out in positive association with job satisfaction at 
high routine - high uncertainty, medium routine - high uncertainty and 
low routine - low uncertainty. It may be that some routine or lower 
levels of uncertainty are a prerequisite to group cohesion developing 
‘in positive association with job satisfaction. Role definition which 
amounts to clearer role understanding and designation of available 
routines is paramount in the organic setting of low routine and high 
uncertainty. The tie between role definition and group cohesion which 
appears in the a priori data for this group is not present in the 


a posteriori data. 
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The job satisfaction relationships which appear at levels of low, 
medium and high uncertainty are presented in the discussion of job 
routine levels, and are shown on exhibit 4-28. The eae contextual 
settings are similarly each discussed in the matches apparent from the 
job routine levels, and their modal relationships. It is superfluous 
to analyse the sets exhaustively. In terms of highlights, it appears 
that the job change tie with job satisfaction at low job uncertainty 
is evident in the combined setting of low uncertainty - high routine 
where the relationship is reinforced by a similar association in the 
high routine level. In the combined setting of low uncertainty —_ 
medium routine, this relationship disappears. The negative association 
between job satisfaction and job routine at medium job uncertainty 
appears to have its greatest impact when job routine is typically low. 
Possibly in this context, any increase in routine which may be 
generated by a general increase in uncertainty is not favoured. The 
positive association between job satisfaction and group cohesion at 
high job uncertainty is not evident at low routine, where most of the 
respondents experiencing high uncertainty are located. It seems that 
although job satisfaction and group cohesion are positively associated 
at high uncertainty, some measure of routine is required in jobs 


before it emerges in contextual sets of routine and uncertainty. 
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CHAPTER V 


JOB SATISFACTION: A MORE IN-DEPTH ANALYSIS 


A. ~ PURPOSE AND INTRODUCTION TO JOB SATISFACTION GROUPS 
EEO PAC LION GROUPS 


One of the primary areas of inquiry in the present study centers on 
job satisfaction as a performance outcome of activity in the work organ- 
ization. Attention is directed to its apparent relationships with the 
contextual and structural characteristics of job routine, job uncertainty, 
role definition, job change and group cohesion. The purpose of this 
chapter is to pursue these relationships in greater detail. This is 
accomplished by discriminating amongst low, medium and high job satis- 
faction eroune in terms of contextual and structural characteristics, and 
relating these findings to the results uncovered in the previous analysis 
of contextual, structural and performance characteristics within particu- 
lar job contexts (Chapter IV). 

Respondents are split into low, medium and high levels of job satis- 
faction on both an a priori and a posteriori basis just as in the cases 
of job context in the previous chapter. The job satisfaction scales 
appear in Exhibit 5-l. The ore score on the job satisfaction scale 
has a range of 6 to 30. The a priori split points occur between 13 and 
14 and between 22 and 23 on this scale, and respondents are classified 
as low, medium or high in terms of the scale itself (set A). This 
results in 21 respondents at low job satisfaction, 306 respondents at 
medium job satisfaction and 250 respondents at high job satisfaction. 

The data clearly show that the vast majority of persons included in the 


study are at medium or high job satisfaction (cf. Chapters Li til .ang 


IV). 
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EXHIBIT 5-1 


Job Satisfaction 


Characteristic 

Score Respondents 
No. (Z%) (Cum 

Z) 
6 a we Ses 
y 0 a 2 
8 0 oe oe 
9 6) ov? a2 
10 2 6) “Sy 
Ll zZ. mS 9 
42 > a3) a, 
a3 th 1.9 BEES) 
14 11 1.9 5 
15 28 4.9. 10.4 
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18 28 AO 2304 
19 41 Tied 6a 30 ob 
20 48 Ssarsocn 
A. 43 7185 46S 
Ze 60 LOL S67 
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24 65 TS oa 
25 45 diope OO: 
26 a7 LT 90.8 
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A Priori 
Job Satisfaction Scales 
—- Set A. Scales Based 
on Relative Scale Score 
Levels 
a 
Score Respondents 


No. (Cum 


a) 


(Z) 


Low Job Satisfaction 
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Medium Job Satisfaction 


A= 22 306 oe. eaten G07 


High Job Satisfaction 
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JOB SATISFACTION SCALES 


A Posteriori 
Job Satisfaction Scales 
- Set B. Scales Based 
on Relative Scale Score 
Levels 
Sp Net: eee oe We MeL hee ty, Y 
Score Respondents 
No. i) (Cum 
4) 


Low Job Satisfaction 


6=PORh76* 630.5 501.3 


Medium Job Satisfaction 
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High Job Satisfaction 
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The a posteriori split points occur between 19 and 20 and between 
23 and 24 on the scale. These points are chosen since they represent 
the closest junctures to a division of respondents into equal groups. 
Persons measuring low on the a posteriori scale are low in the sense 
that they fall into the bottom third of respondents in the range of 
scores. The split point between 19 and 20 indicates that the group 
measuring low on the a posteriori scale actually includes a large number 
of persons who are classified as medium against the scale itself, and 
who indeed are above the center point of the scale at 18. The low job 
satisfaction group on the a posteriori scale comprises 176 respondents; 
and represents 30.5% of the persons in the study. 


Along the same line, the medium job satisfaction group in the 


|m 


posteriori scale data includes persons from the medium and high 


|@ 


priori job satisfaction groups; and the high job satisfaction group 

in the a posteriori scale data includes persons in the upper end of the 
high a priori job satisfaction group. This is a result of the fact that 
most persons in the study are at the top end of the job satisfaction 
scale, and well over a third of the respondents are at high job satis-— 
faction when measured against the scale itself. The a posteriori medium 
job satisfaction group comprises 211 persons and 36.6% of the survey 
population. The a posteriori high job satisfaction group comprises 190 


persons and 32.9% of the survey population (set B). 


Be ANALYSIS OF A PRIORI JOB SATISFACTION GROUPS 


Univariate one-way analysis of variance indicates that differences 


amongst means for groups of respondents at a priori low, medium and high 
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joo satisfaction are significant for all contextual and structural 
earner ae eee (Exhibit 5-2). F ratios are highest for the contextual 
characteristic job routine and the structural characteristic group fox 
hesion. Mean and standard deviation statistics are provided in Exhibit 
5-3. Using the LSD procedure of matching pairs of ordered means, the 
contextual and structural characteristics are each classified as high, 
medium or low in accordance with their relative positions to one another 
(Exhibit 5-4). Job routine is high in the low job satisfaction group, 
medium in the medium job satisfaction group and low in the high job 
Satisfaction group (row 1). Job uncertainty does not distinguish itself 
as clearly amongst Sroloeumea is low-medium in both the low and medium 
job satisfaction groups and medium-high in the high job satisfaction 
group (row 2). Thus, persons at low job satisfaction tend to have high 
routine and low-medium uncertainty in their jobs. Persons at medium job 
satisfaction tend to have medium job routine and low-medium uncertainty. 
Persons at high job satisfaction tend to have low routine and medium-high 
uncertainty. 

In the structural characteristics, the role definition characteris- 
tic does not clearly distinguish amongst groups, and is regarded as 
medium in all instances (row 3). Job change is low-medium in the low 
job satisfaction group, and medium-high in both the medium and high job 
satisfaction groups (row 4). Apparently a degree of job change is 
related to higher levels of satisfaction. Group cohesion is low in the 
low job satisfaction group, medium in the medium job satisfaction group 
and high in the high job satisfaction group (row 5). It would seem the 


group cohesion goes hand-in-hand with job satisfaction. 
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SET A - SCALES BASED ON RELATIVE SCALE SCORE LEVELS 
ee EE RA OCURG LEVELS 


EXHIBIT 5-2 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB SATISFACTION 


ORGANIZATIONAL 
CHARACTERISTIC 


A. 


Bre 


a 
Zs 


635 
4, 
ae 


CONTEXT 


Job Routine 


Job Uncertainty 


STRUCTURE 


Role Definition 
Job Change 


Group Cohesion 
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SIGNIFICANCE 
LEVEL 
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SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 
Te EE VEL 


EXHIBIT 5-3 MEAN AND STANDARD DEVIATION VALUES FOR - 
CONTEXTUAL AND STRUCTURAL CHARACTERISTICS 
WITHIN LEVELS OF JOB SATISFACTION 


LEVEL OF JOB SATISFACTION 


LOW MEDIUM HIGH ALL GROUPS 
ORGANIZATIONAL N=21 N=306 N=250 N=577 
CHARACTERISTIC 
MEANS 
A. . CONTEXT 
1. Job Routine Leo 2 aD Li T255 
2. Job Uncertainty D6 dA 13s. 12 oy 
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4. Job Change 4.7 Bi7 6.0 228 
5. Group Cohesion Sed FAO a2 7.0 
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* SET A — SCALES BASED ON RELATIVE SCALE SCORE LEVELS 
Sa RR SN RELATIVE SCALE SCORE LEVELS 


EXHIBIT 5-4 COMPARATIVE RANKINGS OF CONTEXTUAL AND 
STRUCTURAL CHARACTERISTICS WITHIN LEVELS 
OF JOB SATISFACTION 


LEVEL OF JOB SATISFACTION 


ORGANIZATIONAL LOW MEDIUM HIGH 
CHARACTERISTIC N=21 N=306 N=250 
CONTEXT 
Vo sob Routine H M L 
2. Job Uncertainty L=M L-M M-H 
STRUCTURE 
3. Role Definition M M M 
4. Job Change L-M M-H M-H 
5. Group Cohesion if M H 


EXHIBIT 5-5 DISCRIMINANT FUNCTION COEFFICIENTS FOR 
DISCRIMINATING AMONGST LEVELS OF JOB 


SATISFACTION 
FUNCTION A FUNCTION B 
Job Routine br) Role Definition -58 
Job Uncertainty (033 Job Uncertainty 50 
Job Change Seo Job Routine ee 
Group Cohesion —. 46 Job Change ot 
Role Definition Shs Group Cohesion -.71 


Technical Note: 


Proportion Variance Hs JP Proportion Variance 6.f 
ve 97.12 vs 6.9 
Significance Level + 0..00 Significance Level 0.14 
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A discriminant analysis on the five organizational characteristics 
results in two discriminant functions which explain all of the variance 
amongst the three levels of job satisfaction (Exhibit 5-5). The first 
function explains 93.3% of the variance, and is significant at .00. 

The second function explains 6.7% of the variance, and is significant 
at .14. To the extent it provides some information, the function is 
included in the data display. A graph of the discriminant functions 
appears as Exhibit 5-6. The first discriminant function represents a 
contrast between job routine on one hand and role definition, group 
cohesion and job change on the other hand. The function therefore is 
greater in value as job routine increases relative to role definition, 
group cohesion and job change. The second function represents a con- 
trast between group cohesion, job change and job routine, and role 
definition and job uncertainty. The major discrimination occurs within 
the first function which has the low job satisfaction group on the 
extreme of the routine side of the function, the medium job Satisfaction 
group approximately in the center of the function and the high job 
satisfaction group in the role definition - group cohesion —- job change 
side of the function. The contrast involves the contextual characteris-— 
tics of job routine, and the structural set of all three structural 
characteristics, but particularly role definition and group cohesion, 
It appears in general that persons do not like job routine, and that 
they respond favourably to a knowledge of work roles, to working with 

y 
others and to job change. The second function essentially loads on 
group cohesion in contrast to role definition and job uncertainty, and 
the medium job satisfaction group is distinguished from the low job 


satisfaction group in particular but also from the high job satisfaction 
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SET A - SCALES BASED ON RELATIVE SCALE SCORE LEVELS 


EXHIBIT 5-6 CENTROIDS OF LEVELS OF JOB SATISFACTION 
IN REDUCED SPACE IN TERMS OF DISCRIMINANT 


FUNCTIONS 


"AT T ACE 
JOB SATISFACTION LEVEL CENTROIDS IN REDUCED SPAC 


FUNCTION A FUNCTION B 
‘ee Low Job Satisfaction 1.46 38 
D Medium Job Satisfaction -18 -.09 


oF High Job Satisfaction i. 34 -08 
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group, in an orientation towards group cohesion as distinct from role 
definition and job uncertainty. It should not be overlooked, however, 
that job change falls along side group cohesion on this second function, 
as well as with role definition and group cohesion on the first function. 
Based on the scenario and previous analysis, it is possible to 

speculate on certain of the patterns of context and structure which 
result in different levels of job satisfaction within organizations’ 
work force. High levels of routinization, for example, are associated 
with low job satisfaction. Routinization is an orientation of manage- 
ment (cf. Perrow, 1970). Group cohesion and role definition are asso- 
ciated with high job satisfaction. It might be asked whether an opera- 
tion can counter the organizational outcome of low job satisfaction 
accompanying routinization by nurturing more cohesive work groups with 
a measure of role definition. The development of work groups is an 
essential feature of the human relations school, and is often a part of 
programs of job redesign. Hackman (1975) refers to a case of job re- 
design in a bank where this general situation actually occurred. 

"People who held the 'good' jobs before the change 

also held them afterwards - and those people whose 

jobs had originally been routine, repetitive and 

virtually without feedback had essentially identical 

jobs after the work was redesigned. After about six 

months, there was even a slight derivation in worker 

satisfaction and motivation ... All that had actually 

happened was that employees had been put into small 

groups ... but the jobs themselves had remained 

virtually untouched." (pp. 265-266). 
It seems that content change in the jobs themselves is required before 
job satisfaction can be expected to increase. The routine itself must 
be broken. This may amount to having an element of job uncertainty as 


part of the essential technology of the job, or to job change where 


either routines are amended periodically to introduce some variety or 
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the job is enlarged to include a certain diversity in its format. Having 
some uncertainty with some routine is eM ELEE of built-in job 
enrichment. This notion is discussed extensively in Chapter II and is 
perhaps reflected in Hackman's (1975) description of ene clerks in the 
bank: 

"Legal clerks, for example, had considerable 

autonomy in handling problems involving death 

inheritance taxes, testamentary letters and 

so on. The job required a great deal of skill, 

and most people who held it found the work both 

challenging and satisfying." (p. 265). 
It appeared in this instance that persons in this type of job which held 
some challenge and an outlet for skill application "were more motivated, 
productive and satisfied and were less likely to be absent from the job" 
(ibid.). This case may prove contrary to those who might argue that 
reducing job routine may increase satisfaction, but it may have a detri- 
mental effect on productivity. Perhaps too high a level of rouvtinization 
may deter productivity as a central tendency, and a proper balance between 
routine and uncertainty levels is required to maximize productivity. The 
present study lacks a measure of organizational productivity, and thus 
observations in this regard cannot be offered on the basis of this empir- 
ical analysis. Further consideration of the relationships amongst routine, 
uncertainty and satisfaction is, however, possible and appropriate within 
the existing framework. 

An alternative way to increase job satisfaction may be to reduce 

the level of job routine, and to develop a structure of relatively high 
role definition and high group cohesion. This alternative builds on all 
of the favourable aspects of the first discriminant function, and has a 


certain appeal. The question, however, is how far does management go 


with such a plan. From Chapter IV, it appears that as the context of 
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job technology moves from high job routine to moderate job routine, the 
negative relationship between routine and job satisfaction is indeed 
reduced. Further, when routine is typically low, the negative relation- 
ship between routine and satisfaction disappears completely. The job 
context, however, embraces both a level of routine and a level of uncer— 
tainty. The relationship of uncertainty and satisfaction is positive 
only at medium levels of routine (Exhibits 4-10 and 4-18). Only at 
moderate levels of routine are both role definition and group cohesion 
positively related to job satisfaction. This setting possibly represents 
a level of routine which allows persons to deal with uncertainty and thus 
respond favourably to it, and the measure of routine facilitates role 
definition which is also responded to favourably. Uncertainty is related 
to group cohesion which is also favoured. Too little routine, on the one 
hand, may make uncertainty more difficult to deal with, the job is not 
easy to define or set limits to, and only group cohesion is related 
positively to job satisfaction. Too much routine, on the other hand, 

has a strong negative tie between routine and satisfaction, and job change 
in addition to role definition are positive satisfiers. Persons like a 
content change in their jobs when routine is very high. As one option 

it thus seems desirable to reduce routine somewhat in jobs, but not 
beyond a certain level. Perhaps too great a reduction in routine creates 
stress in the job which persons do not like. To conclude the general 
scenario, it seems that persons respond favourably to increasing uncer- 
tainty particularly in the context of moderate routine and high uncer- 
tainty (Exhibit 4-16). Thus a reduction in routine to very low levels 
appears undesirable from the Wieusoine of matching uncertainty and satis- 


faction as well. A level of routine may be required in order to effec- 
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tively deal with uncertainty (cf. Simon, 1960) and to expedite job 
satisfaction. 

As a second option the structural characteristic of job change 
appears to have some impact on distinguishing amongst low, medium and 
high job satisfaction groups. Job change is medium-high for the medium 
and high job satisfaction groups, and low-medium for the low job satis- 
faction group (Exhibit 5-4). Job change is included with role definition 
and group cohesion as a contrast to job routine in the first discriminant 
function (Exhibit 5-5). Jobs may be changed for at least two reasons in 
organizations: because the organization wants to change them or because 
the organization has to change them. The positive association between 
job uncertainty and job change Suggests that perhaps jobs are changed to 
adapt to changes facing the organization through time. Some degree of 
voluntary change may, however, be in evidence (Chapter II). It appears 
desirable to change the content of jobs, and not simply rotate persons, 
for example, between routine jobs. This perhaps follows from the con- 
trast that exists in the discriminant function between routine and 
structure. Etzioni (1964) discusses the ties amongst group cohesion, 
job routine, job rotation and job satisfaction in the following terms. 

"The development of social groups on the job 
might make the worker's day more pleasant, 
but it does not make his task any the less 
repetitious or uncreative. Similarly 
rotation eases the problem of monotony but 
does not change its basic nature since 
rotation is limited by the scope of the 
alternative jobs available, all similar 

in their dull, routine and meaningless 
nature. Workers, it is suggested, spend 
much of their working. day in a semi-—conscious 


delirium, dreaming about their major source 
of satisfaction, the post-work day." (p. 42). 
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In the present study higher job satisfaction appears to be linked 
to reduced levels of routine, some job change, clear role understanding 
and group cohesion. Job change is particularly important when job rou- 
tine is typically high (Exhibit 4-10). As the level of job routine is 
reduced, the positive relationship between job change and job satisfac- 
tion disappears. Perhaps job change is not as important when routine 
is moderate or low. 

Role definition does not distinguish well amongst job satisfaction 
groups although the mean values are significantly different (Exhibits 
a-2 (and) 5-4). At the same time, role definition has the highest loading 
on the structure side of the first discriminant function (Exhibit 5-5). 
Role definition and job routine are not strictly orthogonal in the 
present study, and it appears likely that a degree of routine expedites 
role definition conceptually and in practice. Thus, role definition 
perhaps reflects a degree of job routine as part of the first discrimi- 
nant function throughout its span, although high job routine dominates 
one side of the function in discriminating amongst job satisfaction 
groups. This further supports the argument that moderate and not low 


levels of routine are associated with high job satisfaction. 


Ce ANALYSIS OF A POSTERIORI JOB SATISFACTION GROUPS AND A SYNTHESIS 


eee 


A series of tables similar to those compiled for a priori job 


satisfaction groups is developed for the a posteriori job satisfaction 
groups. Univariate one-way analysis of variance F test applications to 
the contextual and structural characteristics indicate that the mean 


values for all characteristics are significantly different amongst 
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levels of job satisfaction (Exhibit 5-7). The F ratios in this case are 
highest for job routine, group cohesion and job uncertainty. The job 
uncertainty characteristic ratio in particular is higher in the 

a posteriori set than in the case of the a priori data. The mean and 
standard deviation values for all characteristics at levels of job 
satisfaction appear in Exhibit 5-8. In accordance with the LSD compara- 
tive mean value procedure, the mean values are judged as low, medium 

or high within each characteristic following study of matching pairs of 
ordered means. The a posteriori data designations are precisely the 

Same as those uncovered in the a priori data except in the case of role 
definition. In the a priori data, role definition is judged as medium 

at all of low, medium and high levels of job savietser ase indicating 
that no clear division was possible following LSD procedures. In the 

a posteriori data, however, it appears that role definition is low-medium 
at low job satisfaction, medium at medium job satisfaction and medium-high 
at high job satisfaction. In this sense, it seems that higher values of 
role definition are associated with higher job satisfaction. This may 
further connote the importance of clear role understanding in the work 
place, a quality of jobs responded to favourably by respondents (cf. 
Stogdill, 1966). 

Two discriminant functions again explain all of the variance in the 
data set (Exhibit 5-10). The first function, however, explains a full 
96.8% of the variance and represents a contrast between job routine on 
one hand and all of role definition, group cohesion, job uncertainty and 
job change on the other. The inclusion of job uncertainty with the 
structural characteristics represents the major difference between this 


set and the findings in the a priori data. The second function explains 
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SET B - SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 
a ENO OOURE LEVELS 


EXHIBIT 5-7 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR LEVELS OF JOB SATISFACTION 


ORGANIZATIONAL 
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SET. B — SCALES BASED ON RELATLVE RESPONSE SCORE LEVELS 
et NE LURE LEVELS. 


EXHIBIT 5-8 MEAN AND STANDARD DEVIATION VALUES FOR CONTEXTUAL 
AND STRUCTURAL CHARACTERISTICS WITHIN LEVELS: OF 
JOB SATISFACTION 
LEVEL OF JOB SATISFACTION 
LOW MEDIUM HIGH ALL GROUPS 
ORGANIZATIONAL N=176 N=211 N=190 N=577 
CHARACTERISTIC 
(MEANS) 
A. CONTEXT 
1. Job Routine ey 12.4 LEG 1a 
2. Job Uncertainty 12.0 £26 L335 ee 
B. STRUCTURE 
3. Role Definition 6.9 7 eg TE: Top 
4. Job Change 5r5 5.9 Syed) SAIS: 
5. Group Cohesion Gas 7.0 7a3 730 
(STANDARD DEVIATIONS) 
A. CONTEXT 
1. Job Routine 333 Bn0 SG, Se 
2. Job Uncertainty 2.9 31504) 3.0 Sia 0) 
B. STRUCTURE 
3 Role Definition L6 def Ay) 17 
4. Job Change 1.9 1.9 2.0 1.9 
5. Group Cohesion IG hes) 1.4 is 
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SET B - SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 


EXHIBIT 5-9 COMPARATIVE RANKINGS OF CONTEXTUAL AND 
STRUCTURAL CHARACTERISTICS WITHIN LEVELS 
OF JOB SATISFACTION 


LEVEL OF JOB SATISFACTION 
RRA PAG LLUON 


ORGANIZATIONAL LOW MEDIUM HIGH 
CHARACTERISTIC N=176 N=211 N=190 
CONTEXT 
1. Job Routine H M L 
2s VJOb Uncertainty L-M L-M M-H 
STRUCTURE 
3. Role Definition L—M M M-H 
4. Job Change L-M M-H M-H 
5 Group Cohesion L M H 


EXHIBIT 5-10 DISCRIMINANT FUNCTION COEFFICIENTS FOR 
DISCRIMINATING AMONGST LEVELS OF JOB 


SATISFACTION 
FUNCTION A FUNCTION B 
Job Routine 73 Job Change 5/6: 
Job Change peel Group Cohesion aS 
Job Uncertainty iS AY Role Definition I 
Group Cohesion hee ie) Job Routine = 45) 
Role Definition tae i Job Uncertainty OS 


Technical Note: 


Proportion Variance Pras! Ores Proportion Variance ia Foye 
yl 83.9 229 
Significance Level 0.000 Significance Level 0.57 
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a low 3.2% of the variance and is not significant at all (p=.57) in 
discriminating amongst groups. It is included in the exhibits, but 
omitted from the analysis. A visual representation of the discriminant 
functions appears as Exhibit 5-11. 

One striking observation which emerges from study of the a priori 
and a posteriori discriminant functions is their similarity. It seems 
that high job routine is associated with low job satisfaction in both 
cases, and the combination of role definition, group cohesion and job 
change, with job uncertainty in the a posteriori set, is associated with 
medium and high joh satisfaction. The general salience of job satisfac- 
tion is greater at each level in the a posteriori levels of job satis- 
faction, as outlined in the development of the scales. The inclusion 
of job uncertainty in the major discriminant function under these condi- 
tions perhaps indicates that an element of uncertainty in the job is 
responded to favourably by respondents, and proves to be important in 
discriminating amongst groups when the respondents are classified rela- 
tive to one another as distinct from a classification established in 
terms of the general scale itself. 

There are further similarities between the sets in general. From 
previous analysis, it appears that increasing uncertainty is associated 
with increasing satisfaction at moderate levels of routine, and not high 
or low levels. The negative relationship between routine and satisfac- 
tion is marked at high job routine levels, although it also appears in 
the a priori medium routine level. Job change is most apparent in asso- 
ciation with job satisfaction at high job routine. Group cohesion is 
related to job satisfaction at all levels of routine in the a posteriori 


set, but not at high job routine in the a priori set (Chapter IV). Many 
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SET B -— SCALES BASED ON RELATIVE RESPONSE SCORE LEVELS 
i ks Lt Ne SS a 


EXHIBIT 5-11 CENTROIDS OF LEVELS OF JOB SATISFACTION 
IN REDUCED SPACE IN TERMS OF DISCRIMINANT 


FUNCTIONS 
CENTROIDS IN REDUCED SPACE 
JOB SATISFACTION LEVEL FUNCTION A FUNCTION B 
Low Job Satisfaction - 49 -.05 
Medium Job Satisfaction -.03 -09 
High Job Satisfaction =e Bee 
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of the discussions which fall out of the analysis of a priori job satis- 
faction levels are equally applicable in the present analysis. In par~ 
ticular, it appears that moderate levels of routine perhaps create the 
climate favourable to job satisfaction. A degree of uncertainty is also 
desirable based on the present discriminant function and on evidence 

that sheet nd uncertainty is positively related a es satisfaction 

at moderate job routine in both data sets. The measure of routine 
facilitates role definition, which is responded to favourably; and the 
measure of uncertainty is tied to group cohesion, which is also responded 
to favourably. When uncertainty is controlled, the positive tie between 
job change and job satisfaction at moderate job routine in the a posteriori 
disappears, indicating that the relationship is not independent of job 
uncertainty and perhaps job change is not as important at moderate routine 
when uncertainty is increasing (Exhibit 4-21). Indeed this relationship 
does not appear in the a priori job routine data at moderate routine 


(Exhibit 4-10). 


Die JOB SATISFACTION IN TERMS OF CONTEXT AND STRUCTURE 
a a ED PRUE UES 


1. High Job Routine and Job Satisfaction 


High job routine is related to low job satisfaction. This is not 
an unexpected finding, and falls in line with the general literature 
(cf. Sayles and Strauss, 1966; Katz and Kahn, 1967; amongst others). 

One measure to increase job satisfaction in a routinized setting appears 
to be the structural characteristic job change, since job change and job 
satisfaction are positively related at high job routine (Chapter IV). 
Job change essentially represents the element of organizational flexi- 

_ bility, and may take the form of a change in routines in jobs or perhaps 


an enlargement of the existing jobs (Chapter II). Job change may be 
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undertaken voluntarily by organizations Bheutar Necessity.“ The 
general deeaneee relationship between job routine and job change perhaps 
indicates that voluntary job change is not a prevalent practice. Alter- 
natively, the general positive relationship between job uncertainty bid 
job change may reflect an element of change following the incidence of 
uncertainties encountering the organization. Job uncertainty may or may 
not force job change. When existing routines can embrace the uncertainty, 
job change perhaps is not required. When existing routines cannot deal 
with the uncertainty, or when new routines are needed to embrace the 
changing circumstances facing a job, then job uncertainty perhaps leads 
to job change. At high job routine, it appears that the element of job 
change is particularly welcomed by respondents. It further appears that 
some measure of flexibility or job change is perhaps inevitable Cekz 
Blau, 1974; Lawrence and Lorsch, 1969). In this sense, organizations 
face some environmental fluctuation at some point in time, and adaptation 
is required in order to continue in existence. Job change might be 
envisaged both in those jobs which deal directly with the environment, 
and in those jobs which are "buffered" from the environment and operate 
under greater conditions of certainty (cf. Thompson, 1967). These 
buffered-type jobs can be more readily seen as high on routine, and 
organizational adaptation is reflected perhaps in a change in routine 
and structural job change. Although these jobs operate in a climate of 
greater certainty so far as the organization itself is concerned, the 
context of the job actually holds some uncertainty as measured in the 
present study. This is true in the respect that uncertainty represents 
the incidence of new problems, unforeseen matters and task switching 


which together or periodically require fresh knowledge or new skills. 
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A change in routines may engender a form of job uncertainty and job 
change. Increasing uncertainty is negatively related to job routine 
and positively related to job change at high job routine levels, and 
thus both technological and structural flexibility occur within this 
context of high routinization when uncertainty arises. Persons respond 
negatively to routine when routine is typically high, but respond favour- 
ably to job change. Perhaps the general conditions which foster job 
change including increasing uncertainty within the job itself also 
temper perceived job routine and thus contribute to increased job satis-— 
faction. 

It would appear from this discussion that job change can be used as 
a measure to increase satisfaction in highly routine-type jobs. It 
further appears et: job change perhaps occurs out of necessity and not 
out of organizational choice. It may be that organizations concerned 
about increasing satisfaction for their members may choose to use job 
change as a vehicle for this objective. Although it is true that some 
job change is perhaps inevitable, perhaps a voluntary introduction of 
structural change involving the content of the job may be a desirable 
tool to management. The coincidental impact that this change might have 
on alternative organizational outcomes including productivity is approp- 
riate to weigh in the process. Future research might best include mea- 
sures of satisfaction and organizational productivity since the relation- 
ship between the two is not at all clear (cf. Chapter I), both are 
important as organizational performance outcomes, and measures affecting 
one in a desirable manner may affect the other in a way quite undesirable 
to the organization. The general impression planted in Work in America 
is that both worker satisfaction and organizational productivity can be 


enhanced in unison (Appendix A). Agreement is far from universal, however, 
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on this central issue in organizational theory. 


2. Higher Levels of Job Satisfaction 


The present study indicates that higher levels of job satisfaction 
are realized in a situation characterized by role definition, group 
cohesién, job uncertainty and job change (Chapter V). This situation 
appears to arise in the context of moderate job routine, and to a degree, 
medium and high job uncertainty (Chapter IV). Job change appears to be 
most important when job routine is typically high. Job uncertainty 
affects this particular relationship within the contextual and structural 
set, although job uncertainty and job satisfaction are not themselves 
related at high job routine. Indeed, the only case where job uncertainty 
and job satisfaction are positively related is in the context of medium 
job routine. More specifically, this relationship is evident in the 
contextual setting of moderate job routine and high job uncertainty 
(Chapter IV). To abstract, it appears appropriate to consider job change 
as one method of possibly increasing satisfaction when routine is high. 
This is discussed in the previous section. In general, as an alternative 
measure, it appears viable to develop a job situation which has all of 
role definition, group cohesion and job uncertainty. This situation 
seems to be associated with moderate job routine. Overall, this particu- 
lar setting would perhaps involve the development of some routine as part 
of the job, and some uncertainty as well. Further, it seems desirable 
to create a structure which permits persons to have a clear understanding 
of their roles in the organization and which encourages group interaction. 
Perhaps job satisfaction is nurtured in a technology characterized by 


some routine and some uncertainty and in a structure characterized by 
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eare role definition and group pohocdons The present study lends support 
to this argument. 

There are certain implications of this finding. The general litera- 
ture on job satisfaction suggests that job satisfaction can be enhanced 
by reducing the level of job routine that is a part of the job. Aside 
from the concern of individual differences amongst persons and the pos- 
sible option of job change in routinized technologies, the present study 
indicates that this course of action may be effective. It would seem, 
however, that a dramatic drop in routine is not desirable. Indeed, a 
moderate level of routine appears appropriate. Routines are developed 
in terms of the essential job technology involving a stimulus, a (potential) 
problem-solving stage and a response. Complete standardization of the 
entire flow appears rather difficult to envisage, but near standardization 
does prevail in some jobs. This situation is marked by high job routine 
and low job uncertainty. With an eye to increasing satisfaction perhaps 
certain aspects of the standardization could be relaxed, or alternatively, 
more instances of uncertainty could be introduced to the jobs. ‘This 
general format is often recommended in job redesign projects. It appears 
ineffectual, however, to completely eliminate routine from the job. Some 
standardization is required to facilitate job satisfaction according to 
the present study. Routines are often formulated to deal with uncertain- 
ties, and a degree of routine is required before uncertainty and job 
satisfaction are positively related (Chapter IV). Just as too high a 
level of routine is undesirable in terms of job satisfaction, so is too 


low a level of routine undesirable. Perhaps a proper balance of uncer- 


tainty and routine is most effective. Moderate routine allows built-in 


manoeuvrability within the job technology itself as uncertainty increases, 
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and appears to support all aspects of high job satisfaction. 

Some jobs are not at all standardized within their job technology. 
It appears that in the context of low job routine, persons do not respond 
negatively to job routine, and respond favourably to role definition and 
group cohesion. In order to get the job done, perhaps persons wish to 
have a clear understanding of their roles and to work in groups. These 
comprise two important aspects of the higher levels of satisfaction. 
Uncertainty, however, is not positively associated with job satisfaction 
at low job routine, and it seems that a fuller job situation encompassing 
some routine as well as role definition and group cohesion is required 
before uncertainty and satisfaction are related. Thus, management may 
choose to develop a measure of standardization in jobs presently low on 
routine if they are oriented to increasing satisfaction for their members. 
In some instances this may not be possible. But as a goal, it may warrant 
resource commitment. Efforts to partially routinize jobs which have little 
routine in them at present and face conditions of uncertainty appear to be 


deserved of attention. 
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CHAPTER VI 
A COMPARATIVE ANALYSIS OF ORGANIZATIONAL CHARACTERISTICS 


AMONGST DIFFERENT TYPES OF WORK ORGANIZATIONS 


A. THE COMPARATIVE ANALYSIS OF ORGANIZATIONS AND THE PRESENT STUDY 
eee ND i ERESENT STUDY 


An important aspect in the study of organizations is the development 
of constructs which effectively differentiate amongst different types of 
organizations in general and work organizations in particular. Etzioni 
(1971) argues in the following manner: 

"The comparative study of organization is a much 

neglected field. Its development requires 'middle 

range’ organizational theory, falling between high- 

level abstractions about the characteristics of 

organizations in general and detailed observations 

about single cases." (p. xi). 
Etzioni's compliance model provides a valuable perspective on differences 
amongst organizations in general. The essential constructs of the form 
of organizational power and the type of member involvements allows for a 
demarcation amongst organizations as churches, prisons, political parties, 
unions, and work organizations (ibid., Chapter I). Similarly, Blau and 
Scott (1964) distinguish amongst organizations in terms of the persons or 
groups who benefit from the operations of the organizations as societal 
entities. Haas et al. (1966) forward an empirically-derived typology of 
organizations which is based on data from seventy-five quite different 
organizations. Parsons (1971) discusses organizations in terms of primary 
functions which ultimately may be represented in four subsystems of society: 
the societal community, pattern maintenance, the polity and the economy 
(p. 11). The division of economic organizations for purposes of compara- 


tive analysis has been accomplished in at least two ways. Pugh et al. 


(1968) formulate a typology in line with their dimensions of structure 
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while classifying organizations on the basis of charter and ownership 
and control (cf. Pugh, 1973). Fouraker and Stopford (1968) classify 
organizations in terms of the government's standard industrial classiii— 
cation set around product lines. 

The purpose of this chapter is to analyze the six organizational 
characteristics which are central to this paper amongst different types 
of work organizations. This amounts to the introduction of a third 
contextual characteristic into the study, specifically a measure of 
charter-ownership-control (cf. Pugh Sepa. 968 51 969." Puch e197 3). 
Respondents in the original survey were asked to provide an indication 
of the ownership-control characteristic of the organization in which 
they were employed or working. The ultimate division included seven 
groups: branch plants, local firms with hired management, owner-—managed 
firms, entrepreneurs, and three levels of government; provincial, munic- 
ipal and federal. The term charter complements the initial ownership- 
control designation to reflect a quality of public or private aOtiVity. 
In this sense, the three government levels operate under public charter, 
while the other four groups have a private charter. Charter reflects a 
measure of goal orientation within the groups, and blends with ownership 
and control to provide a composite statement of group foundation. 

Univariate one-way analysis of variance F tests are compiled for 
the initial six organizational characteristics amongst charter-ownership- 
control groups. The resulting F ratios and significance levels appear 
in Exhibit 6-1. The F ratios themselves are quite low in all cases, 
and group cohesion in particular is not significantly different amongst 
the charter-ownership-control groups. Further, job uncertainty is sig- 


nificant at .05 and job change is significant at .06. Elliott (1975) 
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EXHIBIT 6-1 UNIVARIATE ONE-WAY ANALYSIS OF VARIANCE 
F TEST FOR CHARTER-OWNERSHIP—CONTROL GROUPS 


F RATIO 

ORGAN IZATLIONAL Ny = 2 SIGNIFICANCE 
CHARACTERISTIC No =..531 LEVEL 
A. CON TEXT 

1. Job Routine ao 0.022 

2. Job Uncertainty Desa | 0.054 
B. STRUCTURE 

3. Role Definition 4.4 0.000 

4. Job Change ore! 0.057 

5. Group Cohesion A) O2773 


C. PERFORMANCE 


6.) Job Satisfaction 4.0 0.001 
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using somewhat different characteristics reports much the same finding. 
She subjected the data to multivariate analysis and found "on the average, 
too many differences are declared to be significant when they are not" 
(p. 9). ‘Parallel tests are not applied here, but it is likely that a 
comparable conclusion would result since that data bases are so similar. 
Following Elliott (1975) this supports usage of discriminant analysis as 
a method of distinguishing amongst charter-ownership-control groups in 
terms of the six organizational characteristics in focus. However, since 
some differences amongst mean values do exist, since univariate tests are 
significant for five of the six characteristics, and since allowances can 
be made for situations where mean values are not significantly different, 
it is appropriate to first examine the mean values for these characteris- 
tics within groups and amongst groups before turning to the discriminant 
analysis itself. Mean values and standard deviations are provided in 
Exhibit 6-2. Comparative rankings of means developed from LSD procedures 
for matching pairs of means appear in Exhibit 6-3. A description of 
comparative levels of characteristics within each charter-ownership- 


control group provides the framework for this discussion. 


4. Branch Plants (N = 253) 

Branch plants operate in a context of medium-high job routine and 
medium job uncertainty. Their structure is characterized by medium-high 
role definition, medium job change and medium group cohesion. Job sat- 
isfaction is medium (Exhibit 6-3, column 1). One of the major challenges 
facing any organization is ensuring that the behavior of the employees is 
conducive to task accomplishment or performance (Kahn et al., 1964). A 
premium is placed on the proper differentiation and integration of the 


overall work operation with an eye to goal achievement (cf. Blau, 1974; 
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Lawrence and Lorsch, 1969). The ability to adapt to changing circum- 
eae is similarly vital to ongoing viability (Lawrence and Lorsch, 
1969; Georgopoulos and Tannenbaum, 1957). Owners in particular have 
a vested interest in performance. Branch plants by definition are 
local operations of large national or multinational companies, and 
ownership resides primarily outside the local economy. Professional 
managers govern the local operations, and strategic decision-making 

is probably made with the concerns of the company as a whole in mind. 
Much of the local activity is restricted to the production-sales func- 
tion, which coincidentally tend to be the most bureaucratic areas of 
industrial operation (cf. Perrow, 1970). The present study indicates 
that job routine and role definition in branch plants are typically 
medium-high, and that job routine in particular is higher for branch 
plants and local firms with hired management than for any other group. 
There is, however, a medium level of job uncertainty and job change, 
which perhaps contributes towards job satisfaction (cf. Chapter IV) 
and overall, job satisfaction is medium in the branch plants. Job 
change perhaps reflects an ability to adapt routines as necessary to 
fit changing circumstances. Jobs are therefore routine in the short- 


term and have some change in routine over time. 


2. Local Firms - Hired Management (N = 28) 


Local firms with hired management have essentially the same posi- 
tion as branch plants in terms of contextual characteristics, but the 
overall level of job satisfaction is somewhat less than in branch 
plants and is classified as low-medium (Exhibit 6-3, column 2). The 
branch plant operations and local firms with hired management have at 


least one important idiosyncracy in common. Both are run by professional 
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managers. It might be argued, for example, that one characteristic of 
professionally-managed firms is a higher level of routinization in the 
Operation. This may be traced to owners or owners’ representatives 
developing a specific system of structure and routine for professional 
Managers to administer, or alternatively to professional managers 
demonstrating a penchant to routinize everything beneath them in the 
operation to ensure planned, deliberate and predictable activity, 
Perhaps structure and routine provide a framework for continuity of 
activity over time between management teams. Conceptually, this scenario 
in professionally-managed firms acquires a ready contrast when compared 
to the relationships evident in owner-managed firms and entrepreneurships 


discussed below. 


3. Owner-Managed Firms (N = 85) 


Owner-managed firms show low-medium job routine and medium job 
uncertainty. Structure has low-medium role definition, low-medium job 
change and medium group cohesion. The overall level of job satisfaction 
is medium (Exhibit 6-3, column 3). It may well be that owner-managers 
are prone to manage on a rather ad hoc basis. Routines are not formu- 
lated, roles are not clearly defined and job change is not as meaningful 
a concept in this unstructured setting. The owner-manager may be in a 
position to work with his staff on an ongoing basis, and group cohesion 
is as significant in this group as in any other group. Perhaps the 
moderate level of uncertainty in part reflects the general absence of 
routine in addition to possible environmental conditions of change. 
Alternatively, a certain degree of custom may guide actions in the 
operation, although role definition and job routine are judged to be 


at a generally low level (cf. Pugh, 1973, pp. 199-200). 
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4. Entrepreneurs (N = 23) 


Entrepreneurs are unique as a g§roup in the study in the respect that 
they are not employees of others but are self-employed persons. They are 
characterized as medium in job routine, high in uncertainty, eS 
in role definition, medium in job change, medium in group cohesion and 
high in job satisfaction. Entrepreneurs encounter the environment directly, 
and are not in a position to buffer themselves from environmental uncer- 
tainty or fluctuation. Typically, they do not have ready access to ongoing 
information systems, operations manuals and boards of directors for advice 
or direction. The general level of uncertainty might be expected to have 
a greater salience than other groups, and indeed the entrepreneurs are the 
only group at high job uncertainty. Evidence of some routine an the job 
perhaps indicates that some standardization is prevalent in order to cope 
with the high level of uncertainty. Since these persons are self-employed, 
the notion of role definition perhaps is of less relevance than in other 
groups, accounting for its low-medium rating. Moderate job change over 
time may reflect the adoption of new routines to handle new circumstances 
emerging in the environment. The fact that these persons are accountable 
to themselves is perhaps indicated in the combination of moderate routine 
and moderate job change in association with low-medium role definition. 

The general network is rather implicit rather than explicit, (et. Pugh. 
ibid.) 2 Although the characteristics are measured differently, and rated 
differently, it is predictable from previous analysis that the combined 
context of medium routine and high uncertainty would be associated with 


a high level of satisfaction, and indeed entrepreneurs enjoy the highest 


level of satisfaction in the study. 
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5. Provincial Government (N = 78) . 

Employees of the provincial government indicate medium job routine, 
medium-high job uncertainty, medium role definition, medium-high job 
change, medium group cohesion and medium job Eee eae Government 
positions are typically depicted as bureaucratic in nature, marked by 
high job routine, restrictive role definition and work in isolation 
(cf. Weber, 1946). This scenario, however, assumes a relatively stable 
environment and an ability for organizational designers to foresee all 
types of situations that an incumbent in office will encounter and to 
provide rules adequate to handle these types of situations. When the 
environment is unstable or when all types of situations facing an 
official cannot be foreseen, it is difficult to routinize the job tech- 
nology or define jobs completely. In effect this amounts to the intro- 
duction of uncertainties to the job. In the case of the provincial 
government, the general level of uncertainty is medium-high. This is 
greater than any group other than entrepreneurs. This higher level of 
uncertainty may be explained in part in the fact that the majority of 
respondents in the study come from Edmonton, Alberta which also is the 
seat of the provincial government. It could be expected that the 
majority of uncertainties facing the provincial government would be 
attended to in Edmonton, and middle managers play a major role in 
formulating strategic alternatives and plans of action with respect to 
these environmental requisites for policy and program decisions. 
Further, the scope of the provincial mandate has expanded in the last 
ten years, giving rise to additional sources of uncertainty, and struc- 

= ¢ 
tural job change which also is medium-high. The amount of routine in 


the jobs, however, is generally medium and similarly role definition 
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is also medium. The level of job satisfaction has the same salience as 
that recorded in branch plants and owner-managed firms, although the 
general alignment of contextual and Structural characteristics is quite 


different an .ald- three -cases. Further comparisons are pursued presently. 


6. Municipal Government (N = 29) 


The municipal government group is characterized as medium job rou- 
tine, low-medium job uncertainty, medium-high role definition, medium 
job change, medium group cohesion and low-medium job satisfaction 
(Exhibit 6-3, column 6). This situation is more in line with the con- 
ventional view of governmental bureaucracy. Although job uncertainty is 
low-medium, the element of job change is medium. Perhaps some measure 
of change is adopted in light of the medium-high role definition and 
the medium job routine. It seems, however, that even with medium job 
change, job satisfaction is at a low-medium level in this rather struc- 
tured and relatively certain environment. Perhaps more than job change 
is required to raise the level of satisfaction in this contextual and 
structural situation. The mandate of municipal government is not nearly 
as expansive as that of the provincial government, and the areas of 


uncertainty are perhaps less prominent. 


7. Federal Government (N = 42) 

The federal government group is much the same as the municipal 
government group except the level of job uncertainty is judged as low 
and job satisfaction is also low. Alberta essentially represents regional 
offices of federal government departments which Aiehiene associated with 
the more bureaucratic functions. Cases are possibly channelled to 


appropriate offices for action in a routine manner. Uncertainty is low 
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and routine is moderate. The jobs are well known to incumbents, and laid 
out for them. There is moderate job change, perhaps because rautine is 
moderate and not high. Job satisfaction is low in Chee Deer ine which has 
little uncertainty and a certain blandness to it. From Chapter IV, evi- 
dence suggests that high levels of role definition, job change, group 
cohesion and job uncertainty are related to job satisfaction. Evidence 
in the cases of the municipal and federal government underscores the 
importance of job uncertainty as a component in this set. It appears 
that some uncertainty is necessary in jobs before job satisfaction is 


relatively high-based on a comparative analysis of firm types. 


Be ORGANIZATIONAL CHARACTERISTICS: A HIGHER LEVEL OF ABSTRACTION 


The preceding discussion of the seven charter-ownership-control 
groups provides evidence that differences in five of the six organiza- 
tional characteristics result in varying combinations of the character- 
istics when viewed across groups. Only group cohesion fails to differ 
at all amongst groups. Discriminant analysis is employed to refine the 
study of organizational characteristics amongst groups. Two discriminant 
functions emerge, and together explain 90.9% of the total variation in 
the data. The coefficients appear in Exhibit 6-4. A graphic presenta- 
tion of the two functions and the positions of the charter-ownership- 
control groups appear in Exhibit 6-5. 

The first discriminant function represents a contrast between the 
three structural characteristics and the two contextual characteristics 
with job satisfaction. This function explains 56.8% of the variance, 
and is heavily loaded on role definition within the structural set and 


on job satisfaction in the contrasting set which includes both job routine 
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EXHIBIT 6-4 


FUNCTION A 


Role Definition 
Job Change 


Gorup Cohesion 


Job Routine 
Job Uncertainty 
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FUNCTION B 
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Job Change 
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EXHIBIT 6-5 CENTROIDS OF CHARTER-OWNERSHIP-CONTROL 
GROUPS IN REDUCED SPACE 


CHARTER-OWNERSHIP-—CONTROL 


GROUP 


1. , Branch Plants 

2. Local Firms - Hired 
Management 

- Owner Managed Firms 

Entrepreneurs 

Provincial Government 

- Municipal Government 

- Federal Government 
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and job uncertainty. The simultaneous combination of job satisfaction, 
job routine and job uncertainty as one component of the discriminant 
function is not unexpected in light of previous findings. t appears 
that persons. respond favourably to some routine and some uncertainty 
as ingredients to the jobs they occupy. Simon (1960) drawing in part 
from March and Simon (1958) argues along this line. 

"A completely unstructured situation, to which one 

can apply only the most general problem-solving 

skills, without specific rules or direction, is 

if prolonged, painful for most people. Routine is 

a welcome refuge from the trackless forests of 

unfamiliar problem spaces ... People (and rats) 

find the most interest in situations that are 

neither completely strange nor entirely known - 

where there is novelty to be explored, but where 

similarities and programs remembered from past 

experience help guide the exploration." (p. 201). 
Thus routine and the routinization of jobs can be envisaged as going 
arm-in-arm with satisfaction provided an element of uncertainty also 
exists as part of the jobs. Too much routine, however, may have a 
deleterious effect on the balance. Within Simon's description there 
is a certain implicit relationship between routine and structure. In 
the present study, the characteristics job routine and role definition 
are not orthogonal and are positively correlated. The contrast to job 
satisfaction, job uncertainty and job routine within the first discrimi- 
nant function is the structural set in the study, with the heaviest 
loading on role definition. It appears likely that a high score on this 
side of the function represents a more structured, routinized-type 
situation which perhaps tempers any positive benefits that some job 
routine engenders in tandem with job uncertainty. The overal discrimi- 


nant function bears out as an indication of essential role structure 


within the organization, and this title is lent to the function (cf. 
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Elliott, 1975). Organizations high on role structure tend to be highly 
routinized within a structured situation. Four types of organizations 
fit here: branch plants, local firms with hired management, and the 
municipal and federal governments. Organizations low on role structure 
tend to be less routinized and less structured within a framework which 
includes job uncertainty and job satisfaction. Three types of organiza- 
tions are included here: entrepreneurs, owner-managed firms and the 
provincial government. 

The second discriminant function represents a weighted average of 
five organizational characteristics: specifically job routine, job 
change, job satisfaction, job uncertainty and role definition. The 
inclusion of both job routine and role definition represents an element 
of routine and structure to the situation. The inclusion of both job 
change and job uncertainty represents an element of variety and change 
within the existing structure. The combination of these features is 
associated with job satisfaction. Overall, the function reflects routine 
task variety, and following Elliott (1975) this name is attached to the 
combination of these five organizational characteristics. Organizations 
scoring high on routine task variety tend to have jobs which are routin- 
ized and somewhat defined, but also hold some uncertainty and a degree 
of job change over time. Persons respond favourably to this situation 
which perhaps represents a suitable balance between routinization, 
structure, task uncertainty and personal dispositions. It is argued 
that organizations develop a system of differentiation and integration 


in order to properly cope with their environment and the task at hand. 


Blau (1974), for example, makes the following point: 
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"Organizations accomplish jobs of staggering 

complexity, as well as magnitude, jobs far 

too complex for an individual or any number 

of individuals who are not organized, because 

the subdivision of work facilitates that of 

every individual and that of every subunit by 

making their tasks more homogeneous ... By 

reducing the range and enhancing the homogeneity 

of the tasks in any given position, the division 

of labour promotes specialized expertness as 

well ‘as routinization,” (pn 348) ; 
Thus, organizations adjust to complexities by developing role structures 
and routines, and jobs are specialized to deal with the complexities which 
are designated within their jurisdiction within the overall structure. 
Job uncertainty is an essential feature of complexity. Persons holding 
jobs are often and for the most part anxious to occupy the positions which 
have uncertainties in them. Simon (1960) believes that "one of (man's) 
deepest needs is to apply his skills, whatever they be, to challenging 
tasks - to feel the exhilaration of the well-struck ball or the well- 
solved problem" (p. 211). Blauner (1964) similarly reports increased 
satisfaction in positions which have some uncertainty and some routine 
(p. 118). Routines and structure appear to be important to effectively 
brace uncertainties, but uncertainties are required within a framework 
of routine and structure to generate job satisfaction for individual 
job holders. This meaning perhaps underlies the second discriminant 
function. Routine task variety then offers a contrast between jobs which 
are routine and somewhat structured but also possess uncertainty and 
change, and jobs which are less routine, less structured and have reduced 
levels of uncertainty and change. Organizations scoring high on routine 
task variety include local firms with hired management, branch plants and 


entrepreneurs. Organizations scoring low on routine task variety include 


the three governmental groups and owner-managed firms. 
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The two discriminant functions of role structure and routine task 
variety provide a framework for studying differences amongst the seven 
charter-ownership-control groups (Exhibit 6-5). Branch plants and local 
firms with hired management measure high on role structure and high on 
routine task variety (quadrant 2). The municipal and federal governments 
measure high on role structure and low on routine task variety (quadrant 
1). Owner-managed firms and the provincial government measure low on 
role structure and low on routine task variety (quadrant 4). Entrepren- 
eurs measure low on role structure and high on routine task variety 
(quadrant 3). It is appropriate to consider information at this new 
level of abstraction with previous information in a development of ele- 


ments of the general picture. 


Ge ELEMENTS OF THE GENERAL PICTURE WITH RESPECT TO ORGANIZATIONAL 


CHARACTERISTICS AMONGST CHARTER-OWNERSHIP-CONTROL GROUPS 


Branch plants and local firms with hired management are high on 

role structure and high on routine task variety (Exhibit 6-5). Jobs in 
these types of operations, relatively speaking, are the highest in terms 
of job routine, and with the municipal and federal governments, are the 
highest in terms of role definition (Exhibit 6-3). This amounts to a 
routinized, structured situation. Within this routinized technological 
setting, however, job uncertainty and job change both are moderate when 
compared to other groups, and these characteristics contribute to variety 
in the work place and job satisfaction. The fact that job routine and 
role definition are somewhat greater in local firms with hired management 


and that job uncertainty is somewhat greater in branch plants perhaps 
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accounts for the slightly lower level of job satisfaction in local firms 
with hired management than in branch plants (Exhibit 6-2). The general 

level of satisfaction in branch plants is judged as fae ih and in local 

firms with hired management as low-medium, with the latter group scoring 
higher on role structure (Exhibits 6-3 and 6-5). 

The chief difference between branch plants and local firms with hired 
management and the municipal and federal governments lies in the second 
discriminant function, routine task variety. It appears that although 
groups in both quadrants measure medium-high on role definition, the 
general level of routine is lower in the two government groups, and pos- 
sibly more importantly, the general level of uncertainty is lower in these 
groups as well (Exhibit 6-3). The fact that routine is higher in branch 
plants and local firms with hired management than it is in the municipal 
and federal governments together with the general negative relationship 
between routine and satisfaction would lead to an expectation that job 
satisfaction would be higher in the government groups. This does not hold, 
however, and the explanation seems to lie in the notion of routine task 
variety. Apparently when job uncertainty has a certain salience within a 
routinized structured environment, then job satisfaction is nurtured. The 
municipal and federal governments are respectively low-medium and low on 
job uncertainty relative to other groups in the study. The critical com- 
bination of routine and uncertainty which offers a degree of task variety 
within the confines of a structured routine distinguishes the two groups 
from one another. Nor is job change itself as important. [In all four 
types of organizations, job change is judged as medium (Exhibit 6-3). 
Differences on this are characteristic are thus not significant. 


‘Previous evidence points to job change as a source of satisfaction when 
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routine is high in jobs (Chapters IV and V). In general, the characteris- 
tics of job uncertainty and job change are not strictly orthogonal and are 
positively correlated in the study. It appears that in discriminating 
between types of organi acionse the job change characteristic represents 
a major component of routine task variety (Exhibit 6-4) but that the dif- 
ferences in the area of high role structure and the routine task variety 
function occur in job uncertainty and to a lesser extent job routine, the 
contextual aspects of the job. Job change therefore contributes to job 
satisfaction, but in developing task variety, an element of uncertainty 
within the job technology appears to be important. Routine task variety 
in short represents a combination of all of job routine, job change, job 
uncertainty and role definition. Relatively low rankings in job uncertainty 
represent a major departure from this combination, and is associated with a 
relative decline in this dimension. Job change in routine positions is not 
sufficient to create routine task variety when role structure is high. 
Three types of organizations measure low on role structure, the first 
discriminant function, and in all three cases, the relative position of 
job uncertainty compared to all groups in the study is higher than the 
relative position of job routine is. Similarly, the four groups measuring 
high on role structure demonstrate a relatively lower position on job 
uncertainty than on job routine when compared to all groups in the study 
(Exhibit 6-3). The absolute pattern bears out the same sort of relation- 
ship (Exhibit 6-2). Perhaps the notion of Pe structure is related to 
the essential relationship between job routine and job uncertainty. Rou- 
tine must be greater than uncertainty in terms of relative and absolute 
levels for the development of structure within the role. Alternatively, 


when job routine is at lower levels than job uncertainty both in relative 
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and absolute terms, by force of circumstance or by virtue of choice, 
then role structure is low. Further, when role structure is de a lower 
level, it is not associated with structural characteristics as much as 
with the combination of contextual characteristics and job satisfaction. 
This contrast exists within the first discriminant function. Job rou- 
tine itself is lowest in the three organizations which are low in role 
structure, and role definition follows the same pattern. 

The major difference between the municipal and federal government 
groups and the provincial government group rests in the first discrimi- 
nant function, role structure (Exhibit 6-5). All three groups are 
medium on job routine, but the provincial government measures signifi- 
cantly higher on job uncertainty where indeed it is judged as medium- 
high relative to all groups in the study, and only entrepreneurs face 
a higher level of uncertainty (Exhibits 6-2 and 6-3). Role definition 
is somewhat lower in the provincial government than in the other two 
government groups. This high level of uncertainty together with moderate 
job routine and role definition contribute to low role structure. 

Owner-managed firms also rate low on role structure, but for some- 
what different reasons than in the case of the provincial government. 

It appears that owner-managed firms rate low-medium relative to the seven 
groups in the study on all of job routine, role definition and job change, 
and in each case there is no group judged below the owner-managed firms 
on relative comparisons of ordered means. There appears to be an absence 
of structure within this group. Thus unlike the provincial government 
which measures low on role structure because of inordinately high uncer- 
tainty probably eminating from the environment, the owner-managed firms 


measure low on role structure because of inordinately low job routine, 
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role definition and job change. Perhaps owner-managers are not oriented 
towards the development of routines and structure in the work place. 
Owner-managed firms are distinguished from branch plants and local 
firms with hired management on the basis of both discriminant functions. 
In this sense, owner-managed firms are lower on both role structure and 
routine task variety when compared to these other two groups which coin- 
cidentally are both professionally managed. Etzioni (1964) has discussed 
the extension of differentiation in organizations into the area of owner- 
ship and control, noting that increasingly there is a separation between 
those who own organizations and those who manage organizations (Chapter 9). 
Galbraith (1968) places contrat importance on the role of the organiza- 
tion's technostructure, the band of professional middle managers in 
industry, in the decision-making process. Galbraith maintains that it is 
the technostructure which defines the alternatives and recommends policies 
for the organization which in turn are most often rubber-stamped by boards 
of directors acting as representatives of owners. Perrow (1970) argues 
that there may be no fundamental difference between owner-managed firms 
and professionally-managed firms in terms of goal structure, but it seems 
that distinctions between the two are offered by prominent observers with 
respect to issues as trends, profits, growth and security (pp. 143-144). 
The fact that owner-managed firms and professionally-managed firms dif 
on both discriminant functions in the present study may be explained on 
the basis of Pondy's (1969) examination of administrative principles 
amongst ownership groups in manufacturing firms. Pondy shows that mana- 
gerial discretion appears to be an important factor in explaining admin- 


istrative ratios between owner-managed and professionally-managed firms. 
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"The owner-manager may actually attach a negative 

preference to administrative staff, thus sacrificing 

some profitability in return for avoiding dilution 

of control ... The data, seem to suggest that 

"expense preference’ (Williamson, 1964) for 

administrative staff shifts from a negative to a 

positive preference as one moves from owner-managed 

to professionally-managed organizations." (pp. 425-426). 
Owner-managers may well be more concerned with maintaining effective con- 
trol of their operation than with maximizing profit by hiring professional 
administrators to manage part of the business. Professional managers on 
the other hand may hire administrators with a view not so much to maximizing 
profit but to maximizing overall utility. The difference in the end may 
result in the professional manager actually working towards a point equal- 
ling "the minimum profit acceptable to the stockholders" (p. 425) where the 
difference between maximum and minimum profit represents "excess" expendi- 
ture on administration. The present study perhaps provides a dimension to 
this difference in orientations between owner-managers and professional 
managers. It appears likely that professional managers are more inclined 
to routinize and structure their operation as compared to owner-managers. 
Perhaps as more administrators are brought into the organization and 
control is distributed amongst the organizational position, the need for 
some routine and structure becomes more in evidence. Predictability and 
continuity of activity may be desirable, and are developed in a routinized, 
structured setting. Owner-managers perhaps operate more on the basis of 
direction from the owner-manager on a project to project schedule and on 
custom (cf. Pugh, 1973). Furthermore, to owner-managers the notion of 
routine task variety is not as important because routine itself is rela- 
tively low. Thus, branch plants and local firms with hired management 


are high on job routine and role structure, but also have an element of 


routine task variety which serves to break the routine. Owner-managers 
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are distinctly lower on job routine and role structure and are low rou- 
tine task variety in part because the routine is low. Control rests 
with the owner-manager, and an extensive, structured administrative 
network is not his choosing. 

Entrepreneurs are low on role structure and high on routine task 
variety, in : quadrant by themselves (Exhibit 6-5). As a group, entre- 
preneurs measure low-medium on role definition (Exhibit 6-3), and the 
generally low level of role structure can be anticipated. The amount 
of uncertainty facing entrepreneurs is very high, and perhaps a measure 
of routine is required to cope with this high degree of uncertainty. 
Although routine is not reflected in role definition, the uncertainty 
perhaps generates job change, and the rhythmic combination of job rou- 
tine, job change and job uncertainty leads to routine task variety. 
Perhaps the primary difference between the entrepreneurial group and 
the branch plants and local firms with hired management is the element 
of role definition or more generally the notion of role structure. In 
this sense, it may be that as entrepreneurships grow, hire on more 
administrators, and experience greater separation of ownership and man- 
agement, they develop a more rigorous structure and are able to temper 
the general magnitude of uncertainty by distributing it through the 
organizational position. On the other hand, the primary difference 
between the entrepreneurial group and owner-managed firms is the notion 
of routine task variety. Perhaps as entrepreneurships grow in the 
direction of owner-managed firms, minimum hiring of administrators 
occurs, ownership and management remain fused, and the matter of control 
is held closely by the owmer-manager. The organizational framework is 
not significantly more or less structured nor routine than the entre- 


preneurship, but uncertainty and job change are less in evidence. Thus, 
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routine task variety is lower for employees in owner-managed firms than 
for entrepreneurs by virtue of this difference in uncertainty and job 
change. It is important to recall that the element of routine is low 
in the first instance in both of these cases, and the power of routine 
task variety may be reduced because of this fact. Perhaps it is equally 
important to note that the entrepreneurial group includes self-employed 
individuals while the owner-managed firms, branch plants and local firms 
with hired management include employees of these operations as supply 
agents in the study. 

The dimensions of role structure and routine task variety provide 
a perspective on job satisfaction as a performance outcome of activity 
in different types of work organizations. Within the discriminant 
functions themselves, job satisfaction is a component of the contrast 
to structural characteristics within the role structure function, and 
is a component of routine task variety function. The federal government 
is high on role structure and low on routine task variety (Exhibit 6-5) 
and not unexpectedly, it is judged low on job satisfaction relative to 
other groups in the study (Exhibit 6-3). The municipal government rests 
in the same quadrant as the federal government, but it has tempered 
magnitudes on both dimensions compared to the federal government, and 
has low-medium job satisfaction. Local firms with hired Management are 
as structured as the municipal government, but have positive routine 
task variety. Apparently the routine task variety is not sufficient 
to make job satisfaction significantly higher in local firms with hired 
management than in the municipal government (Exhibits 6-2 and 6-3). 
Branch plants, on the other hand, occupy a spot in the same quadrant as 
local firms with hired management, have the same degree of routine task 


variety as the latter, but are lower in terms of role structure. Job 
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satisfaction is medium in this particular situation (Exhibits 6-3 and 
6-5). Coincidentally, job satisfaction is medium in the cases of both 
the provincial government and owner-managed firms which both cose 
positions in a quadrant marked by low role structure and low routine 
task variety (Exhibits 6-3 and 6-5). The high degree of uncertainty in 
each case relative to structure and routine appears to contribute to 
this circumstance in both instances, and owner-managed firms are par- 
ticularly low on both dimensions of role structure and routine task 
variety. Entrepreneurs occupy a quadrant on their own, measuring low 
on role structure and high on routine task variety. This combination 
is associated with high job satisfaction and tends to support the general 
proposition that persons are most satisfied in a work situation charac- 
terized by some uncertainty and some routine, while some change in rou- 
tine is welcomed as represented in routine task variety. 

To abstract, the dimensions of role structure and routine task 
variety provide a means of comparing work organizations. Focusing on 
job characteristics as job routine, job uncertainty, role definition, 
job change and job satisfaction, it is Retin to develop measures of 
both dimensions in work organizations. Role structure essentially 
represents a contrast between role definition on one hand and job satis- 
faction, job uncertainty and job routine on the other. Routine task 
variety represents a combination of all five characteristics. Organiza- 
tions measuring high on role structure and low on routine task variety 
can expect relatively low levels of satisfaction (cf. the 


perhaps 


federal government). Role structure, however, is not necessarily asso- 


ciated with low job satisfaction. Where it is combined with routine task 


variety which includes a degree of job uncertainty and job change, then 
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higher levels of job satisfaction are a viable proposition (cf. branch 
plants). When role structure is low, job satisfaction is in evidence 

in all cases. The combination of low role structure and high routine 
task variety represents the most desirable situation in terms of maxi- 
mizing job satisfaction (cf. entrepreneurs). Job routine in itself 

may. be negatively related to job satisfaction, but in the overall work 
situation which includes a degree of job uncertainty, job routine appears 
to be important as an ingredient of job satisfaction. Change in routine 


is equally important as a refinement to the general proposition. 
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Blauner, Robert. "Technology, Integration and Alienation" from Robert 
Blauner. Alienation and Freedom: The Factory Worker and His 
Industry. Chicago: University of Chicago, 1964. as seen in 


K. Azumi and J. Hage. Organizational Systems — A Text-Reader 


in the Sociology of Organizations. Lexington, Mass.: D.C. 
Pencin, 91972. pp» Dhi=1 30, 


Blauner, Robert. "Work Satisfaction and Industrial Trends" in W.Salenson 
and S.M. Lipset (eds). Labor and Trade Unionism: An Inter- 
Disciplinary Reader. New York: Wiley, 1960. as seen in A. 


Bozion it Cadjy UA Sociological Reader on Complex Organizations. 


second edition. New York: Holt, Rinehart and Winston, 1969. 
pp. 223-249, 


Blood, Milton R. and Hulin, Charles L. "Alienation, Environmental 
Characteristics and Worker Responses." Journal of Applied 
Psychology. 51-3. 1967. pp. 284-290. as seen in John G. Maurer 


(ed). Readings in Organization Theory: Open-Systems Approaches. 


New York: Random House, 1971. pp. 237-246. 


Borgatta, E.F.; Cottrell, L.S. and Meyer, H.J. "On the Dimensions of 
Group Behavior". Sociometry. 19. 1956. pp. 222-240. as seen 
in B.-L. Hinton and H.3. Reitz (eds). Groups and Organizations ~ 
Integrated Readings in the Analysis of Social Behavior. Belmont, 
Calif.: Wadsworth, 1971. pp. 4-14. 


Burns, T. "Mechanistic and Organismic Structures" from T. Burns. 
"Industry in a New Age." New Society. 31.1963. pp. 17-20. 
as seen in D.S. Pugh (ed). Organization Theory. Middlesex, 
Eng "Penguin, 1972. pps, 49-956 


Cooper, Robert. "Man, Task and Technology: Three Variables in Search of 
a Futurety) “Human Relations. 25. 19725 pp. 131-157: 


Crozier, M. "The Vicious Circle of Bureaucracy" from M. Crozier. The 
Bureaucratic Phenomenon. Tavistock, 1965. pp. 183-194. as 
seen in Tom Burs (ed). Industrial Man. Middlesex, Eng.: 
Penguin, 1969. pp. 250-262. 


Davis, Louis E. "Readying the Unready: Post Industrial Jobs." 


California Management Review. 13. 1971(a) pp. 27-36. as seen 


in Louis E. Davis and James C. Taylor (eds). Design of Jobs. 
Middlesex, Eng.: Penguin, 1972. pp. 431-447. 


Davis, Louis E. "The Coming Crisis for Production Management: 
Technology and Organization." Intemational Jourmal of 
Production Research. 9. 1971(b). pp. 65-82. as seen in Louis 

_E. Davis and James C. Taylor (eds). Design of Jobs. Middlesex, 
Eng.: Penguin, 1972. pp. 417-430. 


Davis, Louis E. "The Design of. Jobs". Industrial Relations. 6. 1966. 
pp. 21-45.as seen in Louis E. Davis and James C. Taylor (eds). 


Desion of Jobs. Middlesex, Eng.: Penguin, 1972...pp.. 299-327. 


_ a y 
Unt : a oy 


iat ass oe ae tounge ban ipa i 

bie TER TOW ak ei Lee 2s Sat 
an oa TOR EF AS lo Steam 
dy awh —2 xT tee gestae erer os i 


4h 
” 
J 
‘ 
~ 


> Di e iedeubn! Be a pene ig lysis 4 
1 Ln pier” Sue seat ie) i 
Ape Opi.) i 
ee ee 
! puny it bye Sepia inc? é 


ra o part. jeddeeesh LA oT ‘aeteedd. aka dela 
i oh v eserognae qetg ow bus sotsatze! 
i Rage 

Ria 4 a aL? & Rj age 4 i Boks Ae 
ie Np en 


wits 


pe ah Ba 


" gare gre) 


ape at os ¥ Hae spaipcie te MASE AEE 
te geeete ise: poh t . 


‘shina ae Pee erga. 49 Ree ae wee a iti 


et nae rh RQ |) oe i eee vet ae | : J 
se gene ROAR aps eubeh b een ss aeee8 
eure ASO a NE oy 


on er sss har Nee valida ey ine feet ’ 
tla ae RASS <tr GAMETER AEE suave oe . iy 
Ae Wega ek. Celie sete, 2 aann’ ae rie a S 
error ee " Ligh dy aes jthangae? +e reeeethhas Se 


x 


eneaaeiei ite Pen av vie, putas _ a ena atv 
20, ~~ a pd Seat apa tat jeasionsent eae 

R10S: : ten’ Sree ee its ie: AD ‘2 isp ieee 
PSI TE SAN. * EAE vie 2. alee) rhe? Ieee: atv ht NE 

a So ata ey: ‘t capa Be id a ; ee "a 


m5 Si 


er % gis Sibert, cate! Fee pend” aka | 
=| ey) 4 a ve z vy ' a Evaar ae att Ziel hk . pa is _ bs AG wy 
eee ( % mi osannat aio 2o mine te one 
' A to ") ay 
) a 7 if o sy fe 
acl : os ; “0 : ‘ane y by 


Davis, Louis E. ''Job Satisfaction Research: The Post-Industrial View." 
Industrial Relations. 10. 1971(c). pp. 171-193. as seen in Louis E. 
Davis and James C. Taylor (eds). Design of Jobs. Middlesex, 
Eng.: Penguin, 1972. pp. 154-176. 


Dill, William R. "Environment as an Influence on Managerial Autonomy." 


Administrative Science Quarterly. 1958. pp. 409-443. as seen in 


Wolf V. Heydebrand (ed). Comparative Organizations. Englewood 
Cliffs; N.J.: Prentice Halls01973, - »p:: 104-128; 


Dill, William R. "The Impact of Environment on Organizational Development" 
in S. Mailick and E. Van Ness (eds). Concepts and Issues in 
Administrative Behavior. Englewood Cliffs, N.J.: Prentice Hall, 


1962. as seen in John G. Maurer (ed). Readings in Organization 


Theory: Open-Systems Approaches. New York: Random House, 1971. 
pp. 81-93. f 


Elliott, L.S; Jobson, D. and Schneck, R.E. "A Multivariate Comparative 
Analysis Using Structural, Contextual and Behavioral Variables." 
draft manuscript. University of Alberta. 1975. 


Emery, F.E. and Trist, E.L. ''The Causal Texture of Organizational 
Environments.'’ Human Relations. 18-1. 1965. as seen in John 


G. Maurer (ed). Readings in Organization Theory: Open-System 
Approaches. New York: Random House, 1971. pp. 46-57. 


Fiedler, F.E. ''The Contingency Theory of Leadership" in K. Davis and 
W.G. Scott (eds). Human Relations and Organizational Behavior. 
New York: McGraw-Hill, 1969. pp. 103-104. 


Fiedler, Fred E. "Validation and Extension of the Contingency Model of 
Leadership Effectiveness: A Review of Empirical Findings." 
Psychological Bulletin. 76-2. 1971. pp.. 128-148. as seen in 
W.E. Scott and L.L. Cummings (eds). Readings in Organizational 


Behavior and Human Performance. revised edition. Homewood, I11.: 
Richard D. Irwin, 1973. pp. 468-485. 


Fouraker, Lawrence E. and Stopford, John M. "Organizational Structure 
and the Multinational Strategy." Administrative Science 
Quarterly. 1968. pp. 47-64. as seen in Wolf V. Heydebrand (ed). 


Comparative Organizations. Englewood Cliffs, N.J.: Prentice 
Halls 1973) ‘pp. 129-141. 


Georgopoulos, B.S. and Tannerbaum, A.S. "A Study of Organizational 
Effectiveness." American Sociological Review. 22. 1957. pp. 534- 
540. cited by Amitai Etzioni. Modem Organizations. Englewood 
Glifte Neds Prentice Halil. 71964: 


Haas, J. Eugene; Hall, Richard H. and Johnson, Norman J. "Toward an 
Empirically Derived Taxonomy of Organizations" in Raymond V. 


Bowers (ed). Studies on, Behavior in Organizations. Atlanta: 
University of Georgia Press, 1966. pp.15/7-180. 
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Hackman, J. Richard. "Designing Work for Individuals and for Groups" 
from J.R. Hackman and J.L. Suttle (eds). Improving Life at 


Work: Behavioral Science Approaches to Organizational Change. 


Santa Monica, Calif.: Goodyear Publishing, 1977. as seen in 
J.R. Hackman, E.E. Lawler and L.W. Porter (eds). Perspectives 


in Behavior in Organizations. New York: McGraw-Hill, 1977. 
pp. 242-256. 


Hackman, J. Richard. “Is Job Enrichment Just a Fad." Harvard Business 
Review. 1975. pp. 129-138. as seen in J.R. Hackman, E.E. Lawler 


and L.W. Porter (eds). Perspectives on Behavior in Organizations. 
New York: McGraw-Hill, 1977. pp. 263-273. 


Hackman, J. Richard and Lawler, Edward E. "Employee Reactions to Job 


Characteristics." Journal of Applied Psychology Monograph. 55-3. 


1971. pp. 259-286. as seen in W.E. Scott and L.L. Cummings (eds). 
Readings in Organizational Behavior and Human Performance. 

revised edition. Homewood, I11l.: Richard D. Irwin, 1973. pp. 215- 
Zone 


Hage, Jerald. "An Axiomatic Theory of Organizations." Administrative 
Science Quarterly. 10. 1065. pp. 289-320. as seen in K. Azumi 


and J. Hage. Organizational Systems: A Text-Reader in the 


Sociology of Organizations. Lexington, Mass.: D.C. Heath and 
Company, 1972. pp. 264-281. 


Hage, Jerald and Aiken, Michael. "Program Change and Organizational 
Properties: A Comparative Analysis." American Journal of 
Sociology. 72. 1967(a). pp. 503-519. as seen in K. Azumi and 


J. Hage. Organizational Systems: A Text-Reader in the Sociology 


of Organizations. Lexington, Mass.: D.C. Heath and Company, 
19/2. pp. 482-491. 


Hage, Jerald and Aiken, Michael. "Relationship of Centralization to 


Other Structural Properties". Administrative Science Quarterly. 


12. 1967(b). pp. 72-92. 


Hage, Jerald and Aiken, Michael. "Routine Technology, Social Structure 


and Organizational Goals." Administrative Science Quarterly. 
14001969) pp. 366-376. 


Hall, Richard H. ''The Concept of Bureaucracy: An Empirical Assessment." 
American Journal of Sociology. 69. 1963. pp. 32-40. 


Hall, Richard H. ''Professionalization and Bureaucratization."’ American 
Sociological Review. 1968. 33. pp. 92-104. as seen in Wolf 


V. Heydebrand (ed). Comparative Organizations. Englewood 
Cliffs, N.J.: Prentice Hall, 1973. pp. 490-506. 


Hall, Richard H.; Haas, J. Eugene; and Johnson, Norman J. "Organizational 
Size, Complexity and Formalization". American Sociological 
Review. 32. °1967. pp. 903-911... cited in Richard H. Hall. 


Organizations - Structure and Process. Englewood Cliffs, N.J.: 


Prentice-Hall, 1972. 
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Bali, Richard WU. ands Tittle, CR. M@A>.Note.on Bureaucracy and its 


Correlates." American Jourmal of Sociology. 72. 1966. pp. 267- 
272. 


Heydebrand, Wolf V. "Autonomy, Complexity and Non-Bureaucratic Co- 
ordination in Professional Organizations" in Wolf V. Heydebrand 
€ed). Comparative Organizations. Englewood Cliffs, N.J.; 
Prentice Hall, 1973. pp. 158-189. 


Heydebrand, Wolf V. "The Study of Organizations". Social Science Inform 
ation. 1967. 6. pp. 59-86. as seen in Wolf V. Heydebrand (ed). 
Comparative Organizations. Englewood Cliffs, N.J.: Prentice Hall, 
ROT3° app. BT=61\ 


Heydebrand, Wolf V. and Noell, James J. "Task Structure and Innovation 
in Professional Organizations" in Wolf V. Heydebrand (ed). 


Comparative Organizations. Englewood Cliffs, N.J.; Prentice Hai b, 


1973, pp. 294-322. 


Hickson, D.J. "A Convergence in Organization Theory." Administrative 
Science Quarterly 2.411 51966.4.00.8225~2 37, 


Hickson, D.J. "The Executive in the Organization", Manuscript.University 
of Aston in Birmingham, Eng. undated. 


Hickson,~).J.% Hinines, C.R.s Lee, C.A.; Schreck, R.E. and Pennines, ian: 
"A Strategic Contingencies Theory of Intraorganizational Power." 


Administrative Science Quarter lye) £91,1974 2 pp. 9216-229. uas 


seen in W.E. Scott and L.L. Cummings (eds). Readings in Organ- 
izational Behavior and Human Performance. revised edition. 


Homewood, Ill.: Richard D. Irwin, 1973. pp. 540-550. 


Hickson, David J.; Pugh, D.S.; and Pheysey, Diana. C. "Operations 
Technology and Organization Structure: An Empirical Reappraisal." 


Administration Science Quarterly. 14. 1969. pp. 378-397. as 
seen in K. Azumi and J. Hage. Organizational Systems: A Text- 


Reader in the Sociology of Organizations. Lexington, Mass.: 
D.C. Heath and Company, 1972. pp. 137-150. 


House, Robert J. "A Path Goal Theory of Leader Effectiveness." 


Administrative Science Quarterly. 16-3. 1971. pp. 321-338. as 


seen in W.E. Scott and L.L. Cummings (eds). Readings in 


Organizational Behavior and Human Performance. revised edition. 
Richard D. Irwin, 1973. pp. 485-500. 


Homewood, I1l.: 


Hulin, Charles L. and Blood, Milton R. 'Job Enlargement, Individual 


Differences and Worker Responses." Psychological Bulletin. 69-1. 


1968. pp. 41-55. as seen in W.E. Scott and L.L. Cummings (eds). 
Readings in Organizational Behavior and Human Performance. 
revised edition. Homewood, Ill.: Richard D. Irwin, 1973. pp. 203- 
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Inkson, J.H.K.; Schwitter, J.P; Pheysey, D.C. and Hieksony aD 5522 UA 
Comparison of Organization Structure and Managerial Roles: 
Ohio, U.S.A. and the Midlands, England." Journal of Management 
piudiess)/—3..1970.-pp. 347-363. 


King, Nathan. "Clarification and Evaluation of the Two-Factor Theory of 


Job Satisfaction.” Psychological Bulletin. 74-1. 1970. as seen 
in W.E. Scott and L.L. Cummings (eds). Readings in Organizational 


Behavior and Human Performance. revised edition. Homewood, Ill.: 
Richard D. Irwin, 1973. pp. 141-153. 


Labovitz, Sanford. "The Assignment of Numbers to Rank Order Categories." 


American Sociological Review. 35. 1970. pp. 515-524. cited by 
SE SE EE 
Wel. GUae C.H. Hull) 326. Génkins and-D.H. Bent. Statistical 


Package for the Social Sciences. second edition. New York: 


McGraw-Hill, 1975. 
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New York: Holt, Rinehart and Winston, 1969. pp. 499-516. 
original 1961. 
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Technological and Humanistic Approaches" in J.G. March (ed). 
Handbook of Organizations. Chicago: Rand McNally.) 2965. pp. 1144— 
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Levine, S. and White P.E. "Exchange as a Conceptual Framework for the 
Study of Interorganizational Relationships". Administrative 
science Quarterly. 5. 1960. “pp. 583-601. as seen in Amitai 
Etzioni (ed). A Sociological Reader on Complex Or anizations. 
second edition. New York: Holt, Rinehart and Winston, 1969. 
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ational Setting." Journal of. Abnormal Psychology. 59. 1959, 
pp- 171-180. as seen in .C.E. Summer, J.3.-0' Connell and 
N.S. Peery. The Managerial Mind. Homewood, I1l.: erwiten 197 t.. 
pp. 514-518. 


Lichtman, Cary M. and Hunt, Raymond G. "Personality and Organization 
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Bulletin. 76-4. 1971. pp. 271-294. as seen in W.E. Scott and 
L.L. Cummings (eds). Readings in Organizational Behavior and 
Human Performance. revised edition. Homewood, Ill.: Richard 


D. Irwin, 1973. pp. 237-256. 
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APPENDIX A 


WORK IN AMERICA AND THE PRESENT STUDY: A PERSPECTIVE 


The focus of the present study is organizational research involving 
structural, contextual and performance characteristics of work organiza- 
tions, with special attention accorded job satisfaction as a performance 
characteristic. The relevance of this subject acquires a valuable per- 
spective when it is considered within the scope of the document entitled 
Work in America, a report of a special task force to the Secretary of 
Health, Education and Welfare, United States Government, and tabled in 
1973. The purpose of this appendix is to offer an interpretation of this 
report and to discuss certain of its conceptual positions and essential 
recommendations in light of present findings connected to the current 
paper. All references are from the government document itself. 

Work is "an activity that produces something of value eee other 
people" (p. 3) and has economic, social and personal importance. Partic- 
ipation in work organizations is central to life in America, and the 
results of this participation have a major impact on job holders. In 
this sense, work has an "unparalleled psychological role in the formation 
of self-esteem, identity and a sense of order" (p. 4) for individual 
persons. Jobs affect persons, but the predictiveness of the equation is 
not always clear. "Jobs affect personality, and certain kinds of jobs 
affect certain kinds of personalities differently." (p. 80). One of the 
main problems facing work organizations and society at large is rising 
job dissatisfaction: This is problematic for work organizations because 
it is a drag on their efficiency and effectiveness. Perhaps redesign of 


jobs with the aim of increasing worker dissatisfaction might "lower such 


Py che 


a 


Pee, Sa eAsngawets® sha etenoeaat te oat vias’ 38 


De eae 


bike Tes, oe te, exhubors at been es ced sit 
7 huh, alae, hart, 2 hioon } ,sdanaane avd bis te ‘ay * 
preeren hayes Lavspics ee noite | 
xf sled ve arth _ i aegra. ante -] oven sobtoahstarey aintd 40 est: 
oheewe) Ady eh gies | saiaeatentns 3 adhd oagnat at aaet axe hanes" ‘eke 
incl webfaregt ant # ‘ukemi is unig o. 8 sie ag saab siotee-tiet » ’ 

ae omen, | (hy deghae mibiea tes at ee Aa us jenantag ages ‘edo. “a ip . 
| an aad wtasae be ee eat ratte otey abel pe . oy | 


Supe ciie eh vied, 4K; ee ao, Lor avec otsunpaagne sik ai ats a, 


Pini 


lant ‘wisuasahans - Nae slamhldong ne ance 


i a) egeabers ie a 


ahs jae2as: tnt opie or) 


rom yewes dsaio be ent voratse Bian nadanubt be ; 


Sh Aa ar Ab 0 Oh ee Hasyts gels he ail re 


ages ‘emtimarwrcy tes) eek aa ‘wioorates: th 


Mi ‘ , 


S048 dos aie en : in 5 inert, 2 iid 
> sale 
1a ease of wo std rolilawaa ay at ‘ab 


gM 
ot) én? Aeed Letaege, a te. Prager 6: 


? 


ak sag AGES BER AOID gal to ain “9? epiinrt. or bee + 


Re ee i aeouren oe Honk: ont wists 


Ge = _ 

7 fl 

Woe 
7 


ja i 


; no, gd nea on 


aay a a 


- he} 


7 


7 


aaa ic. ae aes 


is aa at | 


fi _ 
a oy be 5 e = 
ma oa fis 


esos is by “Raa 


business costs as absenteeism, tardiness, turnover, labour disputes, 
sabotage and poor quality, all of which is to the advantage of employers 
-and consumers" (p. 27). Job dissatisfaction is problematic for society 
at large because of its direct impact on health including physical and 
mental health, community delinquency, and crime (Chapters3) Hits 
therefore important to consider both the quantity and quality of jobs 
in policy formulation involving manpower and the work place. 
Improvements in the quality of work lead to improvements in the 
quality of life in general, and will assist in rectifying many of the 
difficulties confronting industry and the worker. Perhaps one of the 
critical issue areas across many occupational groups is the mounting 
evidence that higher education and training in the population are not 
being met with a rising incidence of higher level jobs in the economy, 
resulting in distinct underemployment of human resources and personal 
frustration amongst workers. In this sense it appears that the economic 
system is lagging the education system and the level of expectation 
attached to higher learning. The argument suggests that many employees 
are disappointed that they are unable to play any type of decision-making 
role in their jobs, work atmospheres are not conducive to participation, 
persons in authority are poor listeners or unavailable, standards and 
schedules are imposed, prejudices continue to plague the work site and 
freedom on the job is a vague concept. These conditions are notable in 
whole or part amongst blue collar workers, minority groups, junior white 
collar workers, women and older workers (Chapter 2). Clearly they relate 
to the quality of work. Further, a distinction can be drawn between the 
work ethic and authority in coming to grips with the problem. Certain 


research amongst young persons points to a retention of the traditional 
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work ethic but a rejection of traditional authority relationships. "It 
does not appear that young workers have a lower commitment to work than 
their elders. The problem lies in the interaction between work itself 
and the changing social character of today’s generation." (pp. 49-50). 
In addressing quality of work concerns, it appears necessary to consider 
two "major sources of dissatisfaction: the anachronism of Taylorism and 
the diminishing opportunities to be one's own boss" Conny yc 
Work also has economic importance. The notion of productivity is 

inescapable in discussions of the work place. Recommendations geared to 
improving job satisfaction cannot be offered in a vacuum. This is 
important in weighing the contribution of the human relations movement 
in organization theory. 

"The 'human relations’ school attempts to offset 

Taylor's primacy of the machine with 'tender, 

loving care’ for workers. This school ... ignores 

the technological and production factors involved 

in a business. This approach concentrates on the 

enterprise as a social system - the workers are to 

be treated better, but their jobs remain the same. 

Neither the satisfaction of workers nor their 

productivity is likely to improve greatly from 

the human relations approach." (p. 18). 
The mandate then appears to involve updating the work place to move 
beyond industrial engineering and traditional authority relationships, 
within a system that does not reduce productivity and preferably enhances 
it. The point of attention is the environment immediate to the worker, 
the nature of the job and its outcomes. Job redesign provides one 
avenue through which job satisfaction can be enhanced and productivity 
improvement might also be realized. "The main conclusion is that the 


very high personal and social costs of unsatisfying work should be 


avoided through the redesign of work ... Not only can work be redesigned 
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to make it more satisfying but [ ] significant increases in productivity 
can also be obtained." (p. 94). 

Job satisfaction can be traced to a number of factors. These in- 
clude a reasonably high occupation and status, a challenging job content, 
democratic supervdieion! functional work groups, equitable wages, vertical 
mobility, pleasant surroundings and job security (pp. 94-96). Under 
conditions of participative management many of these favourable circum- 
stances are realized. Workers become involved in settling "their own 
production methods, the internal distribution of tasks, questions of 
recruitment, questions regarding internal leadership, what additional 
tasks to take on and when they will work" (p. 103). In this framework 
which has been successful in a number of applications "workers are en- 
abled to control the aspects of work intimately affecting their lives" 
(p. 104). Senior management continues to operate all other aspects of 
the company. Profit-sharing plans are firmly recommended as a second 
thrust in the organizational reform package, and specific traits of the 
plan are spelt out (pp. 109-110). The overall redesign of jobs is sum- 
marized in the following manner: 

"Both human goals (autonomy and interdependence) and 
economic goals (increased productivity) can be 

achieved through the sharing by workers in both the 
responsibilities of production and the profits earned 
through production. Most workers will willingly assume 
responsibility for a wider range of decisions (and by 
so doing to increase productivity and profits) if they 
are also allowed to share in the results." (p. 110). 

The impact and complementary policies associated with job redesign 
as enunciated in the report are noteworthy. Increased productivity in 
the economy will serve to temper inflation by bringing more produce to 


the market place from standard inputs, since greater supply is most 


often related to lower prices, demand being constant. By tying wages 
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to productivity, ponte tens of artificial demand are reduced. Value and 
expectations from education and training programs are more likely to be 
realized (p. 122). With a support program of worker dana aie as plans 
and industrial sabbaticals, employees can be allowed to upgrade and 
improve their skills in order to avail themselves of better positions in 
the labour market and to meet the changing requirements of jobs (Chapter 
5). Improved job information and career planning information coupled 
with portable pension plans and mobility programs will allow for labour 
market movements to occur in a fluid, expediture manner, ensuring a 
better utilization of human resources and an orderly shift of personnel 
from non-growth to growth industries (Chapters 5 and 6). Effective job 
creation programs for the unemployed and persons interested in entering 
the labour force are also recommended as part of an embracing employment 
strategy geared to the quantity and quality of jobs in the country 
(Chapter 6). 

In terms of organization theory, the recommendations offered empha- 
size a structuralist view of organizational change and development. 
Importance is attached to the relationships between structure and out-— 
comes of the work place, and one of the major concerns in terms of out- 
comes is job satisfaction. Context is broached in terms of matters of 
job content and working conditions. Thus, the study appears to lend 
support to organizational research involving structural, contextual and 
performance (outcome) characteristics. Certain of the findings in the 
present paper are consistent with positions assumed in the document. 
Routine, repetitive, monotonous jobs are linked to job dissatisfaction 
(p. 83)3 and workers like ie i hg (pp. 94-95) and variety (p. 94). 


The matter of job content is perhaps the area most significant in terms 
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of the present project. The following argument is furnished in the 
government report: 

"Intrinsic factors such as challenge appear to 

affect satisfaction and dissatisfaction most 

substantially. The aspects of job content that 

appear most consistent in their negative effects 

are fractionation, repetition, and lack of con- 

trol, or, in positive terms, variety and autonomy. 

Workers in all occupations rate self-determination 

highest among the elements that define an ideal 

job. Content of work is generally more important 

than being promoted." (pp. 94-95). 
Perhaps the present study provides a valuable perspective on job content. 
According to the present project, jobs may be viewed in terms of both 
routine and uncertainty. It is true that high routine is associated 
with dissatisfaction but low routine is not associated with satisfaction. 
In other words, it does not appear viable to necessarily decrease routine 
(completely) with an eye to increasing satisfaction. What appears to be 
workable is the introduction of uncertainty to match with moderate routine 
as a measure to general job satisfaction. Moreover, the introduction of 
routines into highly uncertain situations appears to also be effective in 
this regard. Workers appear to like some routine and some uncertainty as 
part of the job in which they are performing. The construct of routine 
task variety as formulated in the present paper is based on this notion, 
and proves to be a valuable means of discriminating amongst organizations. 
Participative management is not inconsistent with this view. Workers 
might be given perogatives to choose their essential work patterns 
within the scope of company programs. Nor are organizational efforts to 
routinize their technologies necessarily discouraged. In uncertain 
settings, this is a desirable action. When routinization is high and 


uncertainty is low, some measure of job change may be desirable as a 


means of increasing satisfaction. This amounts to a form of variety, 
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and may comprise changing routines as one method of content modification. 
Job satisfaction, then, is an important outcome of the work place and 
has systematic ties with structure and context, Eliminating routine 
from jobs doesn't necessarily lead to increased Satisfaction. Some 
variety in the jobs, however, is associated with job satisfaction, and 
may be found in a proper balance of routine and uncertainty within the 
essential technology of the jobs or in structural job change in highly 


routinized settings. 


oi wet 
i {he "sine 
i hz 
cal 7 i 
7 ae 
“ = = : ” AS 
Sp oe 
Cat ee ae 


er 


ey Toe 4 Woda 00,250 n> oy, RMON we 


; we ts 
$i Is. v6 TEN s a 


‘bee ovata wyow 8% Te a anywoqa (be ad yg 
nA ‘3 ; t A 0 1 a F ag nm an 
yos Adore de ie eo th ‘pes ie aaa! ae , 
2 (ry , 
mth v LGR EO ; we 
aig eho Loaebge se tas ; b) ro cstoneommal a Pi 
_ ep, ' ne 


a 


eh, 
hips aok ofe ie porseoen aed eieahd et wai oa 


, i jo *htes aan Bae Salt ie ty ta Rea ie nt 
wit> dot fees ‘Tr anh wang ns ‘> “egitondess 


= 1 
? 
z “" - - Es 
te 
i 
e: 
= 
= £7 > y 
ae Ue 
t 
: : — 
‘ ~+ VA 4 at ey 
i : + 2 
te ‘ 
Ey ; 
‘ : me 
1 ae) 


, . 2 eR 
* tA 47 an * Rc eer: 
Z oe Mw 
‘ at i ' qe 
: ar oY re fee 
> rs ; j : i : * 
Ahi s 
d j ; 4 F 
a 
- r = 
ry be é Nae ; - | 
taps i n ’ 
; 2 
ra j j ee 
a Tq “9 
- be o 
i 
4 Va “ i 4 =f art ae 
« : wv : 
a * oe ‘ °: Eh By . 
: ha. A 7 
ba = a 
f 2 Shee bak CMA ‘ 
3 1 cane 7% 
= j a a ‘ = © : 


0 


APPENDIX B 


A NOTE ON RESEARCH STRATEGIES IN ORGANIZATIONAL ANALYSIS 


The purpose of this note is to offer a framework reprecenciis certain 
of the bases and directions of research strategies in organizational anal- 
Sie This framework in turn is utilized to acquire a perspective on the 
essential research design of the present study. As a starting point, a 
distinction is made between two centers of attention and classification 
in the study of organizations. The first area is the objective nature of 
the organizations in focus, the actual state of conditions as they are 
institutionalized in the real world of fact and figure. Research centered 
on the objective nature of organizations is typified by the work of the 
Aston group in England wherein hard, concrete, non-attitudinal data on 
organizations were studied within a framework of organizational structure 
and the context in which structure is established (Pugh et al., 1968, 
1969). The objective nature of organizations to the human actors who are 
a part of the organizations represents the objective environment (Kahn 
et al., 1964) of these actors, the way the surroundings in the organiza- 
tions are as a forum for activity. It deals with what "should be done, 
and what is in practice allowed to be done” (Pagh et al’., 1968, p. 444). 
To an extent, it includes objective records of actual behavior ota neal ap GH 
1958). Care must be taken to distinguish between expected and actual 
behavior as a direction of the research model (cf. Levinson, 1959). 

The second area of classification is the normat ive-subjective nature 
of organizations in focus, the state of conditions as perceived by organ- 
izational participants and tends to address what is actually going on or 
expected as expressed Enrodenm ene views of organizational members. Since 


judgments and perceptions are involved, the normative-subjective nature 
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of organizations has a psychological basis, and, to its human actors, 
it is their psychological environment (Kahn et al., 1964), the way the 
surroundings of the organization appear to them. Much of the research 
of Aiken and Hage is based on attitudinal measures of organizational 
qualities (Aiken and Hage, 1966, 1968). General statements on the 
nature of organizations derived from an attitudinal data base involve 
subjectivity, and it is appropriate to distinguish this research from 
the objective measures of organizational forn. Perceptions may vary 
from fact, but the consequences of perceptions are as real as the con- 
sequences of objective reality. Thus one classification orientation 
is not necessarily more appropriate or desirable for organizational 
research in general. Both provide valuable, complementary contributions 
to the knowledge of organizational dimensions and organizational admin- 
istration. 

The distinction between an objective and a normative-subjective 
measure of an organizational characteristic is revealed in comparing 
the notion of "centralization" between Pugh et al. (1968) and Aiken and 
Hage (1966, 1968). The term connotes the same quality in both studies, 
specifically the locus of authority (Pugh) or hierarchy of authority 
and participation in decision-making in the organization (Aiken and 
Hage). In the Pugh study, a list of thirty-seven types of basic decision 
inherent or organizations in general was used in direct interviews with 
department heads in participating firms. In each decision area, the 
organizational level at which the actual decision was made was discerned. 
Comparable levels were established between types of organizations in 
accordance with workflow activity. Direct evidence was used wherever 


possible. Measures of organizational centralization and organizational 
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unit autonomy were constructed from this information. Aiken and Hage, 

on the other hand, used a list of questions which they asked of a cross- 
section of members of organizations in their study. A sample of their 
questions in their hierarchy of authority measure includes the following: 
"I have to ask my boss before I do almost anything” and "A person who 
wants to make his own decisions would be quickly discouraged here". 
Respondents replied to five questions ie tat on a four-point scale from 
definitely false (1) to definitely true (4). Combining the scores from 
the five questions provided a measure of centralization as it related to 
hierarchy of authority. On the "participation in decision-making" mea- 
sure, four questions were asked, including "How frequently do you usually 
participate in the decision to hire new staff?" and "How frequently do 
you participate in decisions on the adoption of new policies?". The 
scale in this case was five-point from never (1), through seldom (2), 
sometimes (3), and often (4), to always (5). The combined score on the 
four questions measured participation in decision-making, from low (4) 

to high (20). It is evident from this example that the two research 
strategies vary. Both, however, are born out of sound theoretical 
foundation, and both measure centralization of authority in their own 
way. 

Examination of organizational behavior is directed at least at three 
levels of attention: the individual person as a participant in the organ- 
ization, groups of persons in the organization, and organization as a 
whole (Pugh, 1966, p. 248). Blau (1974) similarly relates to these three 


levels in his discourse on the comparative study of organizations: 
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"The focus of analysis [in organizational research] 

can be (1) the individual in his specific role as a 

member of the organization who occupies a certain 

position in it; (2) the structure of social relations 

among individuals in the various groups within the 

organization; or (3) the system of interrelated ele- 

ments that characterizes the organization as-a whole." 

(pp. 112-113). 
It is evident that knowledge and insight relating to organizations cuts 
a swath across disciplines in the social sciences and engineering. Pugh 
(1966) contends that organizational theory is properly regarded as inter- 
disciplinary in its nature and scope, involving such fields as sociology, 
psychology, economics and production engineering (p. 235). To these 
might be added the contributions of political science nee cultural an- 
thropology. It is significant to note that administrative and research 
strategies developed within one discipline may well conflict in assump- 
tion or direction with the perspectives of another discipline. This may 
be demonstrated in administrative strategies in considering the two 
schools of scientific management and human relations. Dagtaets (1911) 
principles of industrial engineering assist companies in improving the 
relationship between their capital and their workers, through measures 
like improved material handling techniques for example, with an eye to 
internal efficiency. In isolation, these principles hold certain appeal. 
What is overlooked, however, is thentmpace of workers working not only 
with capital but also with other workers and as persons with all of the 
orientations of persons. Thus, an improvement in illumination may logi- 
cally improve efficiency according to industrial engineering principles; 
and in the telephone equipment room experiment as part of the Hawthorne 
studies, this was proven to be true. However, decreases in illumination 


also improved efficiency (Etzioni, 1964, p. 33). It was surmized that 


persons respond differently when they are treated differently. Thus, a 
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psychological dimension enters as a major consideration in the under- 
standing of preenicatians in action. The term TMA Un ea was 
dubbed as a result of this major finding, and refers £0 the inclination 
of persons "working extra hard because of the feeling of Sura eee 
in something new and special” (Schein, 1965, p.- 27). Taatc ts engi- 
neering, which has a modern day counterpart in time and motion studies 
is important to organizational analysis, but organizational psychology 
is equally important. Administrative strategies might best represent a 
"synthesis" born out of the numerous schools of knowledge and appropriate 
disciplines (cf. Etzioni, 1964, Chapter 4; Thompson, 1967, p. 8). The 
synthetic model suggests a merging of disciplines. 

Similarly, research strategies rooted in one particular discipline 
may conflict with the perspectives of other disciplines and potentially 
lose value in the broad scheme of organizational analysis. Differences 
between a sociological and a psychological approach are worthy of note. 
Fundamentally, the sociologist tends to stress organizational structure 
and context, with individual behavior viewed as contingent on these 
constructs. The psychologist, on the other hand, stresses personality 
and behavior, and is reluctant to accept any level of abstraction that 
does not have a behavioral basis. Structure, then, is viewed by the 
psychologist "with suspicion as being unreal since it cannot be reduced 
to behavior" (Pugh, 1966, p. 248). Sociology may be interpreted as a 
study of central tendencies in society with an awareness of the context 
in which tendencies develop. Psychology relates to individual behavior. 
Blau (1974) approaches his research on differentiation in organizations 


as a sociologist might, and compares his orientation to that of Parsons 


and Homans in the following way: 
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"The objective is to organize generalizations 

supported by extensive empirical data into a 

deductive system ... Concern is with the 

structure of differentiated positions in and 

components of organizations, not with goals 

or values, as it is in Parsons' theories, 

nor with psychological motives and individual 

_ behavior, as it is in Homans'." (p. 220). 

Pugh (1966) suggests there must be a merging of disciplines and the 
elimination of "artificial boundaries" (p. 247) in the evolution of 
organizational theory. He is concerned that much of the available 
research is grounded in traditional disciplinary biases, although he 
is encouraged by certain interdisciplinary studies which may point the 
way in the future. Pugh includes Argyris (1957) amongst the interdis- 
ciplinaries. Lichtman and Hunt (1971), in a review article on person- 
ality and organization theory, distinguish between four "varieties of 
theory": the traditional structuralists, modern structuralists, the 
personalistic school and the integrators. These writers view Argyris 
as a modern structuralist who treats personality as a constant and 
explains individual differences "in terms of differential positional 
incumbency" (pp. 241-242) as a sociologist might (cf. Perrow, 1970, 
p. 2). Pugh (1966) calls for researchers to simultaneously consider 
the organization, groups and the individual in a holistic approach to 
organizational study. In this way, organizational research may then 
parallel Pugh's definition of organizational theory: "the vas of the 
structure and functioning of organizations, and the behavior of groups 
and individuals within them" (p. 235). Open system theory (cf. Katz 
and Kahn, 1967) advances research in this direction (Lichtman and Hunt, 
1971). Presumably both the individual (cf. Allport, 1968) and the 


organization are treated as open systems in this orientation, with the 


organization representing part of the environment to any individual and 
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with the individual constituting part of the organization's environment, 
even as members of the organization. Groups of persons may be seen as 
part of the environment of both the individual and the organization in 
this approach to analysis. 

The data base for organizational analysis may be compiled from at 
least two avenues. The first involves gleaning objective data from the 
organization, utilizing the appropriate organizational supply agent as 
the accountant, personnel officer, department head, or organizational 
members in specific positions, whichever is the most appropriate. Oper- 
ational records are typically used as the source of these data, and 
special forms of records may be developed where necessary to reflect the 
objective qualities of the organization to fit a research frame. In 
this way, analysis is centered on the characteristics of the organization 
which Lazarsfeld and Menzel (1961) term "global" or representative of 
"properties which are not based on information about the properties of 
individual members" (p. 505). Hall (1972) notes that in the particular 
case of objective characteristics of the organization "the informants 
may be organizational members, but they relate characteristics of the 
organization and not of themselves" (p. 14,f£). A second avenue for data 
base development is the survey of organizational members which involves 
questions directed at specific Beare of their membership in the 
organization including their relationship with other members of the 
organization as respondents view this situation. This avenue has a 
normative-subjective or perceptual basis and is related to the analytical 
and structural properties of the organization since reference is directed 
at individual members or relationships amongst members, following Lazars- 


feld and Menzel (1961, pp. 503-505). Averages of responses can be used 
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to reflect organizational aS ee aot ee! Halli, M9726 pp. 138-14 yh)% 
It appears that these two avenues can be generalized in the ee ae 
"expert informants or organizational documents are used to construct 
what Lazarsfeld and Menzel (1961) would label 'global' meneuress and 
survey data are collected from rank and file participants to construct 
‘analytical’ measures" (Scott, 1975, pp. 15-16). In this present paper, 
the terms employed are objective and normative-subjective, respectively. 
Perhaps an appropriate term for normative-subjective is perceptual mea- 
sures since perception is the basis of this approach. 

Pugh (1966) argues for organization research involving all of the 
organization as a whole, groups within the organization and the individual 
as a member of the organization. It is apparent that objective and norm- 
ative-subjective measures of these three levels of research can and have 
been used. For organizations, the development of measures of centraliza- 
tion of authority by Pugh et al. (1968, 1969), Aiken and Hage (1966, 
1968), as outlined previously represents the objective and the normative- 
subjective respectively. For groups, Dill (1958) determined group 
qualities of members of two Norwegian manufacturing firms by examining 
group composition from the ranks of top management in high level and 
operating groups in the companies, and by discerning the extent of 
involvement by the managers as it relates to line activity. Objective 
measures such as the frequency and type of contact between members were 
used amongst other indicators to reflect group qualities like perceived 
autonomy of group members. Observational data on formal behavior in 
group settings included objective measures like attendance and the number 
of topics raised at meetings. The use of an objective measure, as the 


number of contacts made by an official with others, to indicate a 
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psychological quality of the official, specifically perceived autonomy, 
suggests the internal dynamics of the research mernedo tees. Seashore 
(1954) employed a normative-subjective approach to developing an index 
of group cohesiveness. Questions were asked like the following: "Do 
you feel that you are really a part of your work group?" and "If you had 
a chance to do the same kind of work for the Same pay, in another work 
group, how would you feel about moving?". For these two queries, re- 
spondents were provided with five optional replies indicative of a degree 
of group cohesiveness, and with a sixth choice, "not ascertained", to 
which they may reply rather than being forced to choose from the index 
listing. Both approaches are thus possible in establishing group char- 
acteristics. 

At the level of the individual in the organization, job satisfaction 
is perhaps one of the most widely studied phenomenon. Paulson (1974) 
used the objective indicator of the organization's annual turnover rate 
(inverted) as a measure of job satisfaction. Aiken and Hage (1966) in 
their work on alienation chose a normative-subjective avenue, asking 
questions like "How satisfied are you with your present job in light of 
career expectations?” to measure job satisfaction. These contrary 
approaches can be pursued within the framework of Pugh's (1966) call 
for interdisciplinary studies in organizational research. As part of 
his survey design rationale, Paulson (1974) notes that one of the criti- 
cisms of using turnover as reflective of job satisfaction is that turnover 
is a structural characteristic of the organization whereas satisfaction 
may be social-psychological and involuntary in origin. He argues that, 
in his sample, turnover was essentially voluntary and that "the concept 


of satisfaction was considered to be an organizational property, that is, 
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its effect and source are structural” .(p.(335). ..Hulin..and.Blood (1968) 
point to job dissatisfaction as an affective response to certain per- 
ceptions of a job, and to turnover as a behavioral response which 
follows from the affective response (cf. Porter and Lawler, 1965). 

Other behavioral responses are envisaged, however, including absenteeism 
and lower productivity (Hulin and Blood, 1968, p. 204). The extent to 
which one of the behavioral responses, namely turnover, serves as a 
representative surrogate of an affective condition; namely dissatisfac- 
tion, is properly raised as a question. The labour economist conceivably 
relates turnover to labour market conditions which are beyond the bounds 
of social psychology. This scenario broaches Pugh's (1966) concern with 
respect to divisions between disciplines on underlying assumptions and 
research directions. Often for the sake of matters like research economy 
and internal consistency, certain types of measures are required for the 
research model. A discussion of the assumptions inherent to a model are, 
however, quite separate from the development of measures used for the 
sake of economy or consistency. The problem in the broad scheme of 
organizational analysis is the validity of a model based on assumptions 
which may be confining to one branch of the social sciences. This dis- 
cussion is not offered as a criticism of one particular methodology, but 
suggests the value and importance of Pugh's commentary on an interdis- 
ciplinary approach to organizational research. 

A more general discussion of measures of organizational character- 
istics is appropriate at this juncture. Objective data provide a ready 
source of many organizational qualities such as size of the operation 
and its geographical dispersion (cf. Pugh et al., 1969). For some 


characteristics, however, objective data are either not (easily) accessible 
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as are perhaps not as desirable as normative-subjective data. Building 

up normative~subjective or perceptual data to reflect organizational 
qualities may be done in two ways. The first involves asking individuals 
questions about their respective roles, and then developing averages of 
responses to provide a measure of the organizational qualities. For 
example, Aiken and Hage (1966) used two questions to probe alienation 

from expressive relations in their sample of health and welfare agencies: 
"How satisfied are you with your supervisor?" and "How satisfied are you 
with your fellow workers?". These questions are directed at the indi- 
vidual about the individual. An average of all individual responses 
provides a measure of organizational alienation from expressive relations. 
The second method involves asking individuals questions about the organ- 
ization as a whole, and then averaging responses to reflect organizational 
qualities. The formalization-specificity of the job measure used by Aiken 
and Hage (1968) provides an example of this approach. Questions like the 
following are asked of respondents: "Whatever situation arises, we have 
procedures to follow in dealing with it." and "Everyone has a specific job 
to do.". Often the two approaches are combined, as in the technology- 
index of routinization measure of Aiken and Hage (1968), where a question 
of the individual about his own job was phrased the following way: "Would 
you describe your job as being highly routine, somewhat routine, somewhat 
non-routine or highly non-routine?"; and a question of the individual about 
jobs in the agency in general was put as follows: "Most jobs have some- 
thing new happening everyday.". The key point is that two strategies are 
available for compiling organizational indicators from individual responses: 
ask individuals questions about their roles and generalize from the average 


replies, or ask individuals questions about organizational properties, and 


» 42 da 


pe 
4 Si). ; 


-,, aa 


oe ah) sa oe 


Sil 


i s Fi Ae My 


e ig 


i* a 3 of E é a - js im t. 


vPNbe vers doar Re tania 


Airey, iqauie~ 


aa 


A hs oe cnoteet” tree "ng @atw: petied Sokin’ o3,.e870be 


€r9e8) san ste. waiteh 1. ‘waves pac “qobassindsyo7 Fe" xsi 


Seng’: ween 4 $02 aoe wudhindy, em 


i r nay \ 
> 


pinch seuy pone lale: 

meas wt: if ER -_— ef one ad e's 
ehh bits 4 25 You wine shtifs: suede 

: yaeb liga of +5 axcenne & esevorgcela 
b \ 

oot ews funen: onan ae usb’ in 
ia sina “ae patebed ova 


ats a u 


ots 


ehaw 
To) ee 
j dab eseal Pimeitle Thay dspeeauint sa) & 
snacks eshte 
Seubaihas “ott sett 4 
a a] wre sutieb ha h (eodkgkslalera ‘ sevviiniba me 
nines thnk, gules: noviowsi ss ro 


$s, Be mga Re Nae, pale * test diag Pat 


4 ota enol genau sea 


(rea hhh si eerie 


te meats edtnanir‘oaapa panos screen aa oe 


= 


(i, oi) 


sipneregee ebay Bay? ghqnsts aie ethivati sanes>nasih 
| sdanadnogesr ee bellen gs: yal 


sapus de dienes 


ay 


ae sheadeens ” acta sOGG8 ng add MGS: ose ‘ail 


ei ; 


« dae att el aout Asubaedba ss 3a 4 


seins yan es. Light anned we: Wok sony wah zag uit 


BAS ae 


‘fi se pao IRE 9° anteatCueedl 


ae fl : 


Klte> opie um ete Rel eetamae okie C88 | 
ae ; i . i$ wt 
sdinat, geet wed ee pe. peng le" us ug aa: 1 Levan ak Yonge. mis P | 
i he) i “ae ei ¥P Ca anit, ere Ti taieeye® pari egies whe gates 
\ekiaaina aod lm eS a asannsig ganar: 9 eigettiok 
Ps jae Ha a obits sing: purely ‘poadipoes ataubivibpe fan” 
7 ‘in seekrs Adare hair pn ‘Lt ae iat x10 ant 
ns ae Bae Fal Nae 7 ae ne ER iy 
is ln aa ieee =e, ‘ ee 


generalize from the average replies. A combination of the two methods 
may also be undertaken as a third approach. 

This distinction between objective and normative-subjective data 
and the position of records or the individual as a supply agent opens 
certain interesting questions with respect to organizational research. 
The size of the organization, for example, is typically an objective 
characteristic. Sub-unit size is treated in a similar fashion. Size 
as it relates to job satisfaction is discussed in the following manner 
by Porter (1963) as cited in Porter and Lawler (1965): 

"An increase in the total size of an organization —- 

with the consequent technological advantages of large- 

scale operation — will not necessarily reduce the 

morale and job satisfaction of employees as long as 

intraorganization work units are kept small." (p. 319). 
Carrying this further, perhaps an employee's perception of the total 
size of the organization varies under different organizational contexts, 
which in turn affect the employee's attitude and behavior. Certain 
employees in an organization judged largely by objective data may per- 
ceive the organization as comparatively small so far as their view is 
concerned; while others may perceive it to be as large as it is in fact. 

A general proposition relating to the use of objective and norma- 
tive-subjective indicators and to the objective and normative-subjective 
nature of organizations is not apparent. Possibly one form of reliability 
check in a research model would include objective data (where available) 
to substantiate or qualify normative-subjective or perceptual data (where 
available), and vice-versa (cf. Hackman and Lawler, 1971). The issues 
of individuals reporting on the organizational qualities and organiza- 


tional agents reporting on individuals are subject to close scrutiny. 


Similarly, the comparability of data and conclusions emerging from 
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different strategic models is also an issue. In a commentary on variable 
measurement, Triandis (1966) cites ee conducted by Argyle, Gardner 
and Cioffi (1958) in which four methods were employed to measure each of 
five attitudinal variables. The correlation cnekticie ea iteraten the 

four methods were between .04 and .21. Triandis attributes these low 
levels of consistency between methods to the normative structure of some 
of the methods as distinct from actual behavioral outcomes in others, 

to the matter of perceptual differences, to one method involving anonymity 
whereas others were open, and in general to "conceptual unclarity" (p. 91) 
in the project as a whole. Scott (1975) summarizes the experience of 
Pennings (1973) in a like way. Using a series of generally accepted 
measures of centralization and formalization, some of a global or objec- 
tive roct and some of an analytical or normative-subjective root, Pennings 
is reported to have often found little convergence between global and 
analytical measures. In one instance "8 of the 12 correlations between 
the survey measures and global measures of centralization are negative 

and two of these are large enough to be Statistically significant! None 
of the positive correlations is large enough to be Statistically signifi- 
Gant." (Scott, 1975, pa 16). 

Research strategies vary between projects often, and warrant atten- 
tion in their own right within the study of organizations and the develop- 
ment of organizational theory. Ideally the strategy in any integrated 
organizational eas should be interdisciplinary and involve data for the 
organization, its groups and its individual members. The data base may 
be objective or normative-subjective; ideally perhaps both. Normative- 
subjective data may be based on individual's perceptual reports about 
their own roles, or about characteristics concerning the organization 


and organizational roles in general. Both perhaps bear attention. 
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Against this framework, the research design in the present study 
centers on normative-subjective measures of organizational activity. 
Twenty-six role perception variables form the basis of the six organi- 
zational characteristics of job satisfaction, group eoneet oe job change, 
job uncertainty, role definition and job routine. With the exception of 
group cohesion, all of the variables in these characteristics. concern the 
individual and that person's role in the organization. No variables re- 
late to organizational roles in general. One variable, omitted from the 
final scores, directs attention to a potential incumbent to the role 
presently performed by the respondent (Exhibit 2-9). The group cohesion 
characteristic contains variables which ask the respondent to report his 
perception of the way the men in his work unit get along, stick together 
aad help each other compared to other work units. To this extent, it 
measures a perception of others in the organization in addition t@*the ’ 
respondent himself as a part of the work unit. No objective data were 
gathered from the organizations themselves to supplement or validate the 
perceptual data. The information relating to organizational charter, 
ownership, and control were asked of the respondent as supply agent. 
Alternative questions within the survey questionnaire were used to con- 
firm the accuracy of certain of these characteristics. The present study, 
therefore, represents an exploration of organizational activity based on 
information reported by a number of persons working as entrepreneurs in 
their own organization or holding jobs in Alberta industrial and govern- 
mental organizations. Ail data are gathered from the individual respond- 
ent as supply agent, and relate to the respondent's role and work unit 
as he perceives them in the work organization, and to objective charac- 


teristics of the firm as charter, ownership and control. 
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APPENDIX C 
SELECTION OF A TERMINAL SOLUTION IN THE APPLICATION OF 


FACTOR ANALYSIS TO ROLE PERCEPTION VARIABLES - 


There are numerous techniques available in factor analysis, and the 
application of these techniques to a set of data need not lead to the 
same results. The outcome of 18 applications of factor analysis to the 
26 role perception variables appears in Exhibit C-l. This exhibit is 
constructed to show highlights of each application. Technical details 
of the application head each column. The common factors are boxed in 
under the application and include the number of each variable and its 
respective loading in each case. The variables themselves are numbered 
1-26, which compares to questionnaire variables 24-49 inclusive (cf. 
Appendix D). All loadings represent the highest loading on the variable 
amongst common factors. No loading of less than .5 is accepted. This 
limit is placed on the data in line with the argument that a factor 
should explain a distinctive amount of the variance in a variable if it 
is to be considered a significant component of the variable. A correla- 
tion of .5 is reasonable in this respect, and is chosen as an arbitrary 
cut-off point. Something less than all variables are often ultimately 
a part of the common factors because of this decision. 

Before discussing the various techniques and applications and before 
entering into a selection of a terminal solution, it is appropriate to 
relate to the variance explained by common factors in the factor solu- 
tions. One benchmark for variance explained is to take the sum of eigen 
values greater than 1 in the factor solution and use the total variance 
explained by these common factors as the measure of ability of the factor 


application. For example, seven factors in the initial solution have 
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eigen values greater than 1 and 57.8% of the variance is explained by 
these seven factors. The larger Pe ar ace is, the more distinct 
is the factor analysis in relating to the movement in the data. Further 
information on eigen values is included in Chapter II of the present 
report. 

Lawson (1971) used six factors based on a varimax rotation (column 
1). Data from her thesis indicate that 21 of the 26 role perception 
variables are included in the six factors. There appear to be two par- 
ticular difficulties with this solution. A seventh factor which fell 
out of the analysis and loaded high on one variable, number 12, was not 
used; and variable number 7 which was included in the job routine factor 
with other variables numbered 2, 3, 4 and 11 had a loading of .45, the 
only loading below .5 and it appears that this variable has a higher 
loading of .47 with another factor, namely role definition (mib3k5):. 
Running PAl varimax rotation with a missing values card (8, 9) results 
in a factor solution comparable to Lawson. An eigen value equal 1 
criterion is chosen as a cut-off for common factors (column 3). The 
number of cases equals 463, well below the population of 621, because 
of missing values in some variables. Later it becomes evident that 
all missing values (8, 9) are in the job satisfaction and group cohesion 
variables, numbers 15-26 inclusive. “The following summary chart repre- 


sents a synthesis of the selected solution. Factor names are from 


Lawson. 
Common Factor Major Variables 
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Variable 7 is placed in italics and is omitted from the factor in subse- 
quent discussion of job routine within the varimax rotation, eigen value 
equal l-criterion. Quartimax rotation results in a similar solution 
(column 1). Equimax, however, shows some shifts within the routinization 
scale variable factors (column 5). The oblique rotation suggests that 
variable 7 may be best positioned with role definition rather than with 
job routine, consistent with one reinterpretation Aaa (column 6). 

Two sample runs on the full file are compiled in an attempt to find 
a common solution. These runs appear as columns 7 and 8. The results 
are not encouraging. Changes occur in a number of instances. For ex- 
ample, in varimax sample, variable 11 falls into job change and not job 
routine, as in equimax but not varimax full. In both varimax sample and 
oblique sample, variables 12 and 23 link together, hitherto two unrelated 
variables. In oblique sample, variable 1 links negatively with job sat- 
isfaction. It seems that the factor analysis is not particularly neat 
and tidy. 

To put the general analysis in a perspective, the data in the 
original study are drawn from three sources: the routinization scale 
from Hickson (undated) which comprises variables 1-14, the job satis- 
faction scale, modified from Kahn et al. (1964) which comprises variables 
15-21 and the group cohesion scale from Seashore (1954) as seen in Miller 
(1964) which comprises variables 22-26. The variables in the routiniza- 
tion scale are subjected to factor analysis using varimax rotation, 
eigen value equal 1 criterion (column 9) and using oblique rotation 


(columns 10 and 11). Four factors emerge, as shown below, and they 


explain 56.5% of the variance. 
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Common Factor Variables 
job routine 25457 
job change 556 

job uncertainty oe 510), 12 
role definition L314 


Comparing these findings to Lawson, the following might be said: 

job routine =~ eqduvartanpie 1, drop Giand 11 

- retain 7 but on the basis of a high 
factor loading 

job change —- same 

job uncertainty - add variable 12 

role definition - same 
Overall, the same number of variables, 12 out of 14, are included. 
Lawson excludes variables 1 and 12; the present excludes variables 3 
and 11, and improves on the condition of Peoreeie 7. Further, when 
only the job satisfaction and group cohesion scales are run, the same 
common factors fall out as in the original Lawson and present varimax 
(columns 12 and 13). A missing values (8, 9) card is used in all runs, 
and results in an N value of 621 out of a possible 621 within the 
routinization scale, and an N value of 463 out of a possible 621 in 
the job satisfaction and group cohesion scales. It appears then that 
all missing values (8, 9) occur in the latter scales. Relaxation of 
the 5 variable loading criterion within oblique rotation solutions 
provides support to the orthogonal solution. Further if the objective 
is to include all variables in the common factors, this is possible by 
having a cut-off at .4 in the oblique solution as shown in columns 11 
and 14. The results of PA2 varimax is not readily interpretable and 
is foregone as a viable alternative (column 15). 

On the crest of this new development within the individual scales, 


factor analysis is applied to the full file and six factors are forced 
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in the varimax rotation (column 16) and oblique rotation (column 17)* 
This procedure appears to follow Sims et al. (1975)"in their work aii job 
characteristics. The varimax rotation, force 6 factor criterion results 
in a slate of factors whose composition parallels the separate runs on 
routinization and job satisfaction/group cohesion. The sample run, how- 
ever, does not confirm these factors (column 18) and the oblique rotation 
force 6 criterion leads to new problems including a merger between job 
routine and role definition (column 17). Perhaps the important outcome, 
however, is the similarity between varimax, force 6 factors and the 
separate scale factor analyses. 

In filling out the information base for decision-making, an addi- 
tional exhibit is constructed. Exhibit C-2 shows average communalities 
for selected factor solutions in variables included in the factor compo- 
sitions. Average communality data are important in the sense that the 
amount of variance accounted for by common factors provides an indication 
of the general strength of the factor analysis. It is significant, for 
example, that PA2 varimax has an average communality of .54, well below 
PAl varimax which has an average communality of .60 (Exhibit C-l, 
columns 15 and 3). This is a second reason for outright rejection of 
the PA2 method of factor analysis in the present study. Turning to 
Exhibit C-2, the Lawson data and varimax full are different by virtue 
of the inclusion of variable 7 in Lawson and its exclusion in varimax 
full, eigen value equal 1 criterion. Note that with movement from vari- 
max full, eigen value equal 1 criterion to varimax full, force 6 factors, 
there is a loss of .01 in average communality but a gain of 1 variable 
within a modified factor structure (columns 3 and 16). Movement from 


varimax fuil, force 6 to oblique full force 6, there is a gain of .01 
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in average communality, but a loss of 1 variable in a modified factor 
structure. Overall it would appear that communality doesn't provide a 
great deal of information in choosing amongst alternatives. 

It would appear that two alternatives are viable in selecting a 
terminal solution. The first alternative is to accept the Lawson 
factor analysis, perhaps in a modified form or at least in a qualified 
form, as supported by varimax full, eigen value equal 1 criterion. The 
second alternative is to modify the factor structure in line with vari- 
max full, force 6 factors, which is supported by the separate factor 
analyses of the routinization scale and job Satisfaction/group cohesion 
scales using varimax full, eigen value equal 1 criterion and oblique 
rotation. A grid summarizing the information with respect to these 
alternatives appears as Exhibit C-3. The two factors.in limbo are job 
routine and job uncertainty, both central to the paper. Only their 
factor structures change between the two methods. Neither method has 
any difference in terms of numbers of variables included in the final 
factors, although variable 7 is problematic in the Lawson set because 
of its low loading and the fact it may more properly be placed with role 
definition if it is to be included at all. Average communality is .0O1 
higher in Lawson. Sample runs Support neither method, but separate runs 
on the routinization scale and job satisfaction/group cohesion scale 
Support the force 6 factor solution. This latter point perhaps tips the 
scale toward the force 6 factor solution. In choosing this solution, 
problems with variable 7 are lost and all variable loadings are .5 or 
greater. Little communality is sacrificed. The conclusion is to adopt 
the varimax full, force 6 factor solution. The results of this decision 


appear in Chapter II of the project. Two-dimensional plots of the factors 
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are provided as Appendix E, and a summary of the relationships between 
characteristics derived from factors as depicted in these plots appears 


as Exhibit 2-2. 


ee 7 
v4 " eh ni 
; re ae ar Le cit iy 
ee et ky) Me ai 
i) big we i" ft r 
i guragtt Po aaa Sie 0 ats » ak ot a te ed a ha : 


eens, ee an besatgeh ey orotate wt 


Technique 
Rotation 

N value 

No. of factors 


Eigen value criterion 


Loading minimum 


Average cammunality 


Se et ee re 


1 


EXHIBIT C-1l 


Factor Analysis: 
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EXHIBIT C-1 (cont'd) 


4 Dye 6. 
PAL PAL PAL 
Quartimax Equimax Oblique 
463 463 463 
7/6 used 7/6 used 7/6 used 
1.0 1.0 1.0 
SE) 353 25 
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EXHIBIT C-2 


Average Communalities for Selected Factor Solutions 
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Factor Solution 
Columnq Average Number of 


Exhibit C-1l Name : Qualification Communality Variables Used 
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all variables used -60 20 
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all variables used 61 Zs 
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all variables used -61 23. 

8 oblique sample variables 1-14 used OM 14 
all variables used 61 25 
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8, A, Where were you bora (if fn Canada, which province)? In Canada; 


Bricish Coliwabia 1 New Drunsvick 7 
Alberta 2 Nova Scotia 8 
Saskatchewan 3 Newfoundland 9 
HeaaLteda 4 Pp Eek- 92:0 
Ontario 5 Yukoa ik 
Quebee 6 Horth West Territerfies 12 


Tf not in Canada, in which country were you bora (erite in name of country)? 
(Answer B). 
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Be. If you were not-born in Canada, how iong have you lived in Canada? 


7 


9, During the first 15 years of your life, which provisce of Canada did you grov 


up in? 
British Coluabia 1 New Brunswick 7 a 
Alberta 2 Nova Scotia 8 
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I£ not in Canada, in which country? 
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Do you beloag to a union? Yes LL 


How leng have you been werking with your cenpany oz organicaticn? erie | 
How long have you been srorking on your present joo? 


A, Do you do shift work? Yes 1 (Ask B) 
rp. Lf yes, what shift do you usually work? 


Sea"5 1 : 12 - 8 3 
Sys 2 Other 3 


At what level is your position in the organization? 


Chick Executive 

Department Head 

Ferenaa 

Clerical Supervisor 

Slorker 

Staff position (please specify for 
exanple, accounting or furchas- 


ing) CS CO ANN] Ana IN ae ee 


PWD Re 


To what level in the organization do you report? 
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Purchasing 5 
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Please circle the neaber which you feel is the ost appropriate, 


Quite Alnost 
Host A Lot Soma Little _None_ 

24, How much e£ your vork do you think of as 

routine? 1 2 3 4 5 
25. ‘When you begin a working week, how much of 

what you will actually do during the week 

can you foresee? lL 2 3 4 5 
26, If semeone completely new to your job had 
. to take it en at short notice, how much of 

it would ha be able to find out From a jeb- 

description aud/or a record of previous 

work? 1 2 3 4 5 
27, Now many of your vorking days follow a 

similac pattern to one another? 1 2 3 4 5 
28, How tauch of the content of the job veu ara 

now in has changed in the past year? 5 4 3 2 i 
29... Wow much of the content of the job you are 

in new do you anticipate will have changed 

in a year's tie? 5 4 3 7 1 
30, How often does your work involve following 

regular set procedures? 1 2 3 4 - 5 
31, Now often do major preblems occur in your 

job which have never occurred before? 3 4 3 2 1 
32, Wow ofter does something come up in your 

Work which necessitates acquiring fresh 

knowledge o¢ new skills? 5 4 3 2 1 
33, Wow often do completely unforescen things 

happen in your job? 5 4 3 2 1 
34, Censicering the various problems that 

arise in your vork, how often is the 

solution clear? 1 2 3 4 5 
35, How often do yeu have to switch from one 

thing to another? : 5 4 3 2 1 

Very Fairly Mot Very Very tiot Laid 


Precisely Precisely Precisely Imprecisaly Dorm At ALL 


23, Now precisely are your 
responsibilities laid 


gown? 1 2 3 4 > 
37, Wow precisety is it 

Laid down viiich de- 

cisions you take your- : 

seit? 1 2 3 4 5 
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ae 
UeLlther 
Completely Well Satisfied A i.ittle Very 
Satisticd Satisfied How issatisfied Dissatisfied 
Dissatisfied 
Ga tha wnole, how sat- 
isfied are yeu with the 
coapany where yeu Worl? 1 2 3 4 5 9 
how satisfied are you 
wich your presen: 
salary? 1 2 3 4, 5 3 
how satisfied are you 
wich the kind of work 
{or task) you do? L 2 3 4 5 9 
How satisfied are you 
with the progress you 
have made in this coa-< 
pay? 1 2 3 4 5 9 
How satisfied are you 
wich your preseat 
supetvisors? 1 2 3 4 5 9 
How satisfied are you 
with your fellow 
vorkers? 1 2 3 4 5 9 
vo Chance Very Little Some Fairly Good Very Good 
Atay: Ciuance Chance Chance Chance 


How much does your job 
rou a chance to do 
he things yeu are bes= 


4, 3 


Do you Feel that you are really a part of your work group? 
Included in all aspects of my work group 1 
Tacluded In most ways 2 
Jacluded ia some ways, but not in others 3 
Deatt feel I really belong 4 
Den't work with any one group of peeple 5 
Don'c knew 9 

LE you had a chance to do ihe same kind of work for the seme pe 

work group in this company, how would you feel about moving? 
ould want very much to cove 
Would rathes move chan stay wiere I an 


Would 
Would 
Vould 
NA. 
Ton'’t 


make ne difference to me 

rather stay vnere I am taaa move 

want very much to stay where I an 
(So sisailer work group) 

know 
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y, in another 


How does your work group compare with other work groups in the company on each 


of the foll 


The way the men get aloug together: 


oving points? 


Better than most 

About the same as most 
Wot as good as most 
Don't know 

Detter than most 

About the same as most 
Not as good as mest 
Don't know 
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49, The way the men help each other on Setter than most 1 
she jobs : About the same as cost 2 
Not as good as most 3 
Don't know 9: 
Agree Agree Don't Disagree Disagree 


Strongly Stigktly Kaow Slightly Strongly 


50. Do you agree or disagree chat the 
Way they are run now, labor unions 
do this country more hart than good? 1 2 3 4, 5 


oye he government should leave things 
hile electric powcr and housing for 
private businessmen to handle, at 2 3 4 5 


52. We need more government controls 
over business practices and profits, 5 4 3 2 1 


53. Canada would be better off without 
any labor unions at all, 1 2 3 4 5 


54%. Big companies control tco much of 
Canadian business, 1 2 3 4 


55. The government ought to help people 


get coctors and hospital care at low : 
cost. 5 4 3 2 L 


56, The goverrment in Ottawa ought ‘to see 
to it that everyvody who wants to 
work can find a job. 5 4 3 2 1 


57. The goverrmant ought to have special 
programs so that children from poor 
families reccive help to get as much 
education as possible, 5 4 3 2 L 


56. The government ought to see that the 
poor get good housing at low cost, 5 4 3 


59. If a person wanted to make a speech in 
your community egainst churches and re- 
ligien, should he be allowed to speak? 5 4 3 2 L 

€9, Should such a person be allowed to 
teach in a Canadian university? Sj 4 


Gl. I£ a person wanted to make a speech 
in your community favoring government 
ovmership of all the vailroads and 
big industries, shculd he be allowed 
to speak? 


62. Should such a parson be allowed to 
teach in a Canadian university? 5 4 


63. XE a Communist wanted to make a speech 
in your comunity, should he be 
allowad te speak? 


6%. Stould such a person be allowed to 
teach in a Canadian mniversity? 5 


65, Do you feel that the federal govern- 
nent is doing too much Cor Quebee in 
relation to other provinces? 
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No you thiuk French Canedicns are 

making unreasonable demands? 1 2 3 
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gcecun € matter vnich 
Heckions > che interests of the 
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e wan doa't count. 1 2 3 4 
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Elected officials becons seo of 
special interests, no matter what. lL 2 3 4 


Local officials lose touch with the 
people who elected then. 


I€ peopte kaew what vas really going 
on in high places, it vould blow the 
lid off things. 1 2 


ww 
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Teople tho go into public office ar 
usually out for all they can get, 1 2 3 4 


Alvays Usually Sowctimes Rarely 
How freguently do you vote in local 
municipal elections? 1 


How frequently do you vote in federal 
electicas? 


Frequently Cecasionally 


When you get together with your {[ricads 
would vou say that you discuss public 
issues like government regulation ef busi- 
taxes, and farm pro- 


hess Laber unions, 


CSAS aos) 
grams? t 2 
Have you ever written, phoned or talked to 
your member on city council, in the provin= 
cial legislature, ov the Nouse of Cermoas, 
ox any other public official about sane 
issue ox problem? lL 2 
Have you eves gone to any pelitical meet=- 
ings, speeches, railies, dinacrs, oF things 
like that in connection with an election? i Dies 


VWoule you say that you are : D 
a persona who is active, but net one of the 


decision-makers 
just an ordinary persoa in the community 
nok really a part of the cownunity at all 


38% 


Never 
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: a person who contyvibutes to ceenunity decisions 
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asthe 
Have you ever worked for another department or furccional area in this conpany? 


Yes 1 (Ask A) 
i 
ay ozher departments? 


B. How loag in each department 
(Please specify) 


How would you classify your company or orgeai zation? 


A brauch plans of a majoc CCMPANy -.-+sereereenne 1 

Aa owmeromanaged Firm 2. ee eee ee ewer ee sees co rece 2 
A locally owned company wich hired management ... 3 : 

Government organizaziod .....e-seeeees municipal 4 

provincial 5 

federal 6 
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ested in the number of caployees in the organizatioa where you work, 
part of a lerger organizatioa, how many employees in the eatire 


re 
She Ss Ms Se 9 & 
company. For example, if you work ia a bank, how many employees in your branch, 
5 A 


Be 
wnd how many employees in the encire company? 


A, ilenber of employees in your operating unit. WA | | | 
B. iluaber of employees in the entire organization, | | | ' | 
| ! 


What percentage of yeur organization is unionized? 


A, Pereent of union employees. (Please estimate) ele || 
B. Wow long has the conpany been unionized? as ie 


What percentage of your company's output is sold 
i) 
to government? | 


Don't kaow 8 


jnter 
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Now ve would like to know something about the groups and organizations to which 
{adividuals belong. Do you belong to any of the following organizations? 


Yes No Yes No 
Fraternal or social groups? 1 2 Any veterans groups? 1 y) 
Any political groups? 1 2 Any labor unions? 1 2 
Any sports groups? IL 2 Any youth: groups? ji 2 
Any scheol service groups? 1 2  A&Any hobby or garden clubs? 1 7 
Any ae fraternities or Any Literary, art, dis- 
sororities? il 2 cussion or study groups? 1 Z 
Any nationality groups? 1 2 Any farm organizations? it 2 
Any professional or academic 
socleties? 1 2 : 
Any othec organizatioa not 
Listed? (PLEASE WRITE IN) 
1 Z 
1 2 
cy l 2 
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APPENDIX E. — PLOTS OF ORGANIZATIONAL CHARACTERISTICS 
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Exhibit F 
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Plot 


Plot 


Job Satisfaction and Job Routine 
Job Satisfaction and Group Cohesion 


Job Satisfaction and Job Uncertainty 


£ Job Satisfaction and Job Change 


Job Satisfaction and Role Definition 
Job Routine and Group Cohesion 

Job Routine and Job Uncertainty 

Job Routine and Job Change 

Job Routine and Role Definition 
Group Cohesion and Job Uncertainty 
Group Cohesion and Job Change 

Group Cohesion and Role Definition 
Job Uncertainty and Job Change 

Job Uncertainty and Role Definition 


Job Change and Role Definition 
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